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Supervision of civilian employees of the “Navy is a 
responsibility which coges to nearly every navel officer 
at one tine or another throughout his career. At times 
some officers, particularly those of the Staff Corps, 
suehn as Civil Bngineer or Supply Corps, may find that the 
majority, or even all of their subordinatos are civilian. 
Line officers may expect lesa frequent duty assignmente 
involving supervision of civillan employees. 

Administrative procedures have been established by 
the Navy Department, dSDased on legislation and executive 
orders, préscribing the manner in which civilian employees 
ere recruited, employed, trained, rated, diaciplined, 
promoted, furloughed, reinetated or retired. These are 
typical of the many administrative attions whicn the 
individual civilian employees may experience during his 
period of Navy employment. one of the more important 
oersonnel procedurea from the atandpoint of the individual 
employee ig contained in Navy Civiilan rersonnel Instruc~ 
tion SO (usually abbreviated UCril GO) on “Grievances and 
Complaints.” This particular “Cri stetes the sianner in 
which employees may present diasatisfactions arisins from 
their work environment for consideration by Hevy manegement 


with the expectation that a Tair and eyultable decision 
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will be rerdered to tre individual in @ech case. A study 
of this particular ‘wel in comparigon with grievance 
procedures commonly found in collective bargaining con- 
tracts or agreements between emplovers snd exmplovyeea in 
the industrial or commercial world is the method of 
approach in developing this thesia. 

The writer has enjoyed en experience of a; proximately 
eleven years in supervising civilian employeea of the Navy 
at various locations throughout the United States and in 
foreign territories and possessions. <At several Vaveal 
shore activities, while of ficleiiy designeted ea rubiic 
works Officer, the writer haa acted as chairman of Pield 
Grievance Advisory Committees established in accordance 
with NCP GU, and, in some ceses, has functioned in a 
delegated duty capacity as Civilian fergsonnel Orlicer. 
From these saaociations and experiences an interest has 
regulted in the mechanics and formalities of efrective 
erlevance procedures; an awareness of some limitetions in 
the current method of handling grievances and complainte; 
end an appreciation of the importance of sound grievance 
procedures in molding a loyal and enthusiastic working 


force of civillan employeos of the Vavy. 
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ihe Givilian e@esiployee of the Navy, like his counter} 
part employed in privately owned industrial or commercial 
enterprise, is interested in the same funéementel job 
objectives. The carpenter or ghipfritter on the UVevy paye 
roll has the same legitimete personal concern in the 
attainment of falr waeses, hours, and working conditions 
es fis brother tredesman employed by the Todd Shipbuilding 
Corporation. The Nevy omployed sclentist engaged in 
complex research atudies Focused on development of guided 
miselles or extending man's knowledge of the atom is as 
much interested in achieving a stetua of economic security 
for himself’ and his familly eas the reseerech physicist under 
contract with the Du Pont Corporation or the Bettelie 
Femorial Inatitute. No iwes is the Navy's G53, Clerk 
Typiat, expectant of opportunity for advancement and self} 
improvement as is her sister worker in the local office 
of the Fuller Brush Company. And common to a11 mankind, 
wno sre members of tne workeae-day world, whether Uavy 
employed or otherwise, is e Ccesire for recognition, 
acknowledgement of worthwhile sccomplishment, and ean 
inner conviction of individusl aignificance. Paliure on 
the pert of the individual employee to attain these 
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le, itimate ottoctives may renult in o grievaice situation. 

AQ alwost any Supervisor can tastify, urievarces can 
aud du occur ail ton often in the workiugc enviromsent of 
the reasonably welleadjustead Yavy civilian employes. 
irievances may be of ea many varleties aad kinds as there 
sre people at work. Some complaints involve whole bodies 
of employees; others may be limited to individuals and 
amgll sroups. Grievances may range from pebty differences 
between an @mployoee and Lis supervisor to eae major issue 
of such magnitude that it could affect the very ability 
of an organisation to accomplish LOs major purpose. 

Complseints ang grievancés on the part of civilian 
esployees of the Navy may involve, for example, auth 
matters ag the consideration Given to séniority by manage- 
ment in the selection of personnel for advancement, the 
determination by management of withinegreds wage or salary 
levels for employees betng transferred undér reductioneine 
force procedures, and the manner of compensation for overe- 
time work, whether casn payment or compensatory time. 

Working conditioas ere occasionally a scurce of 
grievance complaints. The writer recalisa an instance at 
@ certain Waval Alr S¢nation where it whe a routine work 
asoicrment for aletctrictans te check and repair aircraft 
ovatruction lights mounted at varplous lavelsg on three 
L60-foot tower atructures. Ail of the electricians 


em loyed at thie particular ectivity wore not :nysically 
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copeable of climbing the towers ard performing tie s omewnat 
Magamdoug work et veryin, cistances above the round ievei. 
So certrain electricians were called upon to accompllah 

this sarticuler work while otner elestricians being paid 
Similar wages were not expected, by reagon of their 
physieal condition, to perfors these yerticniar duties. 

A problem of this type may conetitute @ recurrent source 

of grievances, and calls for the exercises of adroitness 

anc @xill on the part of ganavement to reeolve such 
Situations te the setisfection of ail concerned. 

Another frequent source of erilevancesa sand complainta 
in Navy civillan omployment, asa algo occurs in tndustrial 
or canmerotsl employment, aprings from uneatiefactory 
working relationships between supervisors or Yoremen and 
subordinates, or between fellow workers. Chnargea of 
citacrimination in the agsicnment of tesks on grouncse of 
person@l, racial, or reileiocus reasons occur from time to 
time. 

Lome crlevances originate from deficioncles in safety 
Standards or practice, or in maintaining proper standards 
of geanitation in shous and offices. Use of detective 
Oguipment or toole is likewise an occasional souree of 

emuloyes disgsatialaction,. 

Rost grlevances encountered in the daey-towliay super 
Vision of Bavy civilian employees are not, when considered 


as isclated events, of tremendous luport. They ordinarily 


f 
i Me eh ae ee ee eee | 
ee et | ll ee ee ee eee 
Se ee ae ee ee 
Ae Whine eet be izende Gena Bile mere rte soe 
ee Ke SU Oe Re ee RE mt FH Ama Vis 





isAvetre o))  Aveaee cee es te etme le Addn! oo 








4 
do not concern fundamental or tisteric issuea., They are 
generally of individual ai,rniflcance and ta the caagual 
OnSserver may seen, in many cases, to be of ainmost trivial 
conseyuence. heverthelessa, it is of grest importance in 
&@ human organization thet any erievence, no matter how 
eaell, be brought to light, given impartial serutiny, and 
an @ ;uitable adjustment mece. one unséetisfled grievance 
in an organization crestes an infectious cundition which 
may serve Lo generate other grievances. ff. Le packenzle 

Lng, im @xpresaing his views on erilevances, emphasized 
the essential and ethical need for adjustment procedures. 
He exid: 

The germ of diseontent ig like any other 

gers: Lt growe and reproduces and multiplies 
end there is no e@rm so Virulent es that of 

redressed wrong waether the wrong be real or 
imaginary. iIndirference to a wrong beets 
{rritation, and long continued irritation assra- 
Vates discontent and causes men to bide their 
time and seek revengé@. intimation by a workman 
thet conditiona ara unfavorable discloses the 


germ of a grievence., To neglect investigation 
or to delay adjustvent merely agsrevates the 
case. A continual adiustment of lititie things 
ig better than 4 cred egjustment of many things 
accumulated over a serigas of years, Tho latter 
ugualiy eom6s too late, 


Unsettled grievances sro potential sources of serious 


lavcor disputes, Where supervieion and menagemont présent 


ar: attitudes of indifference toward grievances or erect 
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sarrié@rs to e ,resentatio. of them, it wey oe expected 
that employee mornle will be aflected, progcuction will 
Grou, Gi abttitude of Pesentfulness and tndiffercsnce wlll 
&epear, turnover and ebseerteeismn will trend uperedé.” 
Translated into & practical gituation, it Ls posslbvle 
chet on the euccé@esful tanudilines of Lnudividual erlevéincesa 
could depend the abillt) of an orgeanizetion to aeecomplish 
Ste eseipned purpose in an erfitient and e@unomical 
wenner. it is ea cer@ingl prinetiple that employee grieve 
ancea should be adjusted promptly end et an eerly stage. 
The Rav, Ls a time-honored military orcenization 
governed by military regulations, traditions, #end custome. 
Cortain responsibilities, as weli ag privilegea, eccrue 
to those wno weer the fiavy “blue” by réagon of this 
miiiltery hoeritesge. iionvever, in the sdministration of 
Civilian personnel employred ty the Navy these miilcary 
ftandards do pot apply. The individual Nevy civilien 
Oomployes ia governed by the same legislation, executive 
orders, or regulations of the Civil gervice Comlilzston 
aus ta any other Federai exmployeo, Pederal law states: 
The head of @ech cepertment is authorized to 
prescribe rogulstlions not mene igeent with law 
for the government cf his department, the conduct 
of its officers and clerks, the distribution and 


berformance of its business, and the custody, 
use, and preservetion of the records, papers, 
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and praporty @ppertaining te Lb b 

based on the legal anthority  .uoted sbove, the sroup 
of directives end teenaicel ordera which are colleatively 
titled "Navy Civilian rersonnel Inetructions" conetitute 
the official organ of the Navy Department for the dissemi- 
nation of overail policies, procedures, end inetructions 
regulating lta ci¥illen personnel. The Wavy Civilian 
Personnel Inetructions aré based on pertinent Federal 
legislation, Civil Service jules end Regulations, executive 


= 


orders cr the iresidert, opiniones of the Attorney tJeneral, 
gecisions of the Comptroller General, and other long 
estadvlished suthoritative directives of the Navy Depart} 
nents” 

Phe legel easenee of Navy Civilian :ersonnel Iastruce- 
tions is written indireatly inte Navy Aegulationsa which 
provide thst in the edministration of elvilien personnel 
matters, commanding officers and other persons in the 
naval establishment shell be governed vy: 


(a) applicable provisions of law 


(0) applicedble proviatona of proclamations and 
executive orders of the rrssident 


{e) applicable rules and regulations Lasued by the 
Civil Service Commission and other authorized 
agencies of the sovernment; and 





bs s 
“Navy Civilian Personnel Instruction 1, pe 1, 
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(ad) detatied instructions Lasued by or under _the 
directions of the Secretar, of the Navy. 


The Secretery of the Navy hes further deleyated to 
the Under Secretary of the Kavy tne reaponsibiiity, in 
accordance with law and executive ordera, for the follow- 
ing functions with respect to civilian pergonnel managee 
ment: 

(a) promulgation of policies and general procedures 

{o) review and evaluation of compliance therewith 


(c) issuance of such orders an are regjguired to 
insure compliance, and 


(a) collaboration with the Chief of Naval Operstions.” 

The Under Secretary of the Navy waa given direct 
control over the Office of Industrial Relations in dla- 
charging the responaibilities enumerated above.’ The 
Office of Industrial Relations ia the "nerve center" of 
the Havy Department concerned with the day-to-day admini- 
Stration of Navy civilian pérsonnel matters, 

The Office of Industrial Reélationa iesues Navy Civile 
fan Personnel Instructions, and revisions thereof, at 


such intervals as conditions may rejuire. Their primary 


purpose ta to provide ail officers, supervisors, and 


Syavy Civilian rersonnel Instruction 1, p. l. 


Scecretary of Navy letter of 25 Ausust 1949. Published 
in Navy Department Bulletin 49-151, 


Tyavy Civilian Personnel Instruction i, p. 1. 
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we Loyees with @uthoritetive, overenll, cdete'led Lnatruce- 
tions cuncerning personnel matters. Navy Civlitan 
rersonnel inetructions are promulgated in order to achleve 
the following, objectives; 


To assure uniformity insofar ag prace 
er ch throughout the havy 94 babi {.sraseitt im 
the wig tRned Ken snd interpretation of laws, 
executive orders, comptroller ,eneral declaions, 
Navy Depurtment policies, and procedures, etc. 


(db) To provice between two covera in simple 
codified form, in serial order, overeall instruce 
tions, policies and procedures re uired to be 
followed in the sdwministration of programs under 
the general cognizence of the Office of industrial 
felationgs whieh: have in the past been promulgated 
in seperate publicatione or letters as tine need 
for sueh documents arose, 


(c) To assure like treetment, righte and 
obligations with respect to ell civilian employees 
in the Naval estaublishnent, Navy Civilian Preresonnel 
instructions conlorm to the guiding princigles 
for the conduct of numan relations in dealing 
with civiilan, personnel for the entire Department 
of Defense .s. 


s@fuiabilons, directiveay orficisl instructions and 
the like, wi:ich have their ultimate source in law, do not 
operate by and of themselves. While the necesaity for 
comprehensive and clearly expressed official pronounce- 
mente and orders in personnel edmintistration La of the 
essence, it must be ranexbered that too preat faith sheuld 
not be pleced in the procedural or lexal aspects alone. 


Such directives and instructions are "sdministerec” by 
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Naval Civilian rversonnel Inatruction 1, pe. 2B. 
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muyrengs. Lt ts in the “sdm@inisteoring” process tias results 
2r@ obbeined. in turn, ne results ettained may be either 
good or vad @nd wiil vary in direct ratio to the skiil, 
knowledge, uncerstanding, yood judgment, fairness, and 
tolerance exhibited by t. cae pecyule involved in the 
pdministrative proceasg,. 

Rith ewereness of the fact that grievances occur 
amcmy civillan employeer of the Pavey, that a legal and 
procedural method cireumecribes the overall problem 
related to the management of civilian personnel, and that 
the application of laws and regulationg to spyecifie cases 
necessarily involves the human element with all its vari- 
adlea, the problem can then be presented: Eow, in this 
contert, can the Navy best act to resolve prievences of 
eivli employees systemetically and satisfactorily? No 
pet answer will result. Critieal attention can, however, 
be directed to the two besic elementa involved in the 
srievance procedure: firet, regulations besed on law; 
and, second, the humen administrator who applies the 

6culetion to apecific casss. 

fin appraisal of existing regulations governing 
grievance procedures end cf the demands made upon the 
human administrator when operating under tiese vrocedures 
will involve comparisons. it is possible that an appraisal 
of the grievance procedures and practices adopted by 


industrial or cemeercial enterprises under the impetua of 
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LO 
Lliverallged lebor luwé of tie past iifteen years may 
reveal siynifiennt Lrenca, and point the Way towerd 
improvement of the “Vavyts system. un the other hand, it 
may not. leo, consideration of the duties and obliga- 
tions which Gevolve uyon the administrator of the grieve 
ance procedure under induetry's collective bargaining 
contract, may bring into sharper focus the need f o7 
improvement of human relations in the Favy's grievance 
situation. Again, on tne other hand, it may not. ith the 
gGueation open, it ls the purpose of this paper to review 
an@ compare grievance proceduré6és cormon to the Favy anc 


industry, point up differences, and present observations 


end concluelone.e 
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pistoricsl Review 
The first comprehensive approach to the problem of 
eryloyee “«rlevances in the federal servicea datew back to 


a when @xecuilve Qeder TS1S was iLasued.” This 


24 June 1953 
opker @steblisned the policy that esch Tederel department 
ard agency should have 6s published rrievance proesdure 
whieh employees could resdily invoke for the purpose of 
adjusting dissatiafections amd grievances arising from 

tae working onvironment. <rcrior to 1963, grievance pro- 
cecurea wero practically unknown in the federal civil 
Service. Indeed, it was only after enectment of tne 
Retionai Labor Jelationg Act in 1986 that grievance pro- 
cedures became a atandard uvrovision tn labor cuntracts 
throughout industry, although meny progressive corporations 
anc companies had established them long before that tim - 
By 19340, proyress had been mace to the point where, with 


few exceptions, practically every federal department and 
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death Ar invel nhea-orts of the U, Ss. Civili Service Come 
r wt wr. we ri m9 ¥ i Ee 
mission for Filecal Year onded 30 June 1027, >. 55. 








6. . . rm 
eDraft Report (for Liseuesion Only) of Sub-Vastmi ttee 
on Grievances gd Appealse -ecderal rereonnel Counc! 
Civil Service Commission, July 1950, p. 3. 
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Gowne! lied uSvelopec tnd tsilovilehed gerlevance , procedures 
for civilian 6uplojy¢ea. 

Swecubive crher Jdtu of 24 February Les amended 
sxeoutive order 7ols of LoGab, Logether with certein pra- 


~ 


VYlowua Civil Service Aulesy, enc, 


'* 


Lm tho way of giving 
emphasis to personnel adwinlatration including srievence 
vroecdures, vested the following authority in @acn ageney: 
The head of @ech agency, in eccordance 

With applicable atatutes, Lxecutlive ordera, 

ang pulee, aheall ve responsible for personnel 

management in his agency. To assist and advise 

him in carrying out thie responelbility he snail 

maintain or @ateblieh auch office or division 

of porsonnel as may be reyuired,® 

Under the subhority of the foregoing Executive order, 
the office of Industrial Melationa of the Navy Department 
geve continued elrect to Navy Civillan repr nel Tnetruce 
tion GQ om Grievances and Complaints as the of ftecleailig 
preseribved method for adiueting grievances of civilian 


employees. 


The Formal rrocedure--Vavy Civilian Ffersonnel Instruction 
BO on Grievances ané Complaints. 

fig backgpound tnformaetion, it is portinent to consider 
eertain seneral introductory provisions written tnta PCr 


820 whieh give insight into the Navy bepartment's philosophy 
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of adinuebting @xcloyee S2eévhiicen. These ara concecned 
with Metters of G@linition ans digtinetion as te whet 
conatitutes a personal werievence as differentiated Tron 
croup problems. AlSO, &n expression of policy ard state- 


re 


ment of management's responsibility with respect to employee 
uplLevances are to be found in the opening paragraphs of 

thia “CrI. Included airzo ia a detailed ciscussion of the 
precedure to be Lollowed by the inaividueal employee in 
setting the grievance procedure in motion, 

SCrl GO is intended Cor use in the adjustment of 
individual grievances. In defining those laeues which 
are @licible for coneideration under KCrI 80, the slement 
of personal intereat to the employee is stressed ea being 
the dominant criterion. A Glatinetion le cérefully drawn 
between euch individvualiatic grievances end issues whieh 
are, on the other wand, of a general nature and involve 

unbers of people, The letter type of probler is not, 

im the view of the Navy pepartment, suitable for presenta- 
tion under the grievance procedure. Such matters are 
considered vy management in its group dealings with 
employeés as explained in a sepsrate &Cizi GO on Employee 
(Ground) Relations. At the same time ea note of caution ia 
introduced, stabing that the supervisor is expected to 
Gtiteapts to clear up the protviea presented oy the exployee 
even though the technical reyguircwments of an individual 


srileveance are not met, or else refer the employes to the 
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appropriate office or Lliedivimnual ior wavice ov setie- 
fection. The res unesidbllity rests upon e111 individuals 
in wiom lg vested su ,wrvisory or managerial enpthorlty to 
essure the employee that ‘iis problem, oven tuoush 1t does 
not gualiffy br: definition aa a prievance, is worthy of 
conaideration and deserves a decision together with an 
explanation of manazement's policy 1n the matter, 

An uneyulivoeal statement on the Ravy Department 
polley of recopnizing employee grievances and veling re=- 
ceptive to them isa imeluded in BUPT JO. Phia is in 
amplification of the basic Department of Befenge policy 
yuctedc a8 followe: 

Any @mployee having « grievance shall be 

accorced a fair and prompt diecussion with 

the supervisor irmediate ly concerned and, 

falling prompt and gatisfactory adjustment, 

he shell have a right to appeal under estah- 

lished grievance procedure, In presenting a 

grievance, an employee shall be free fram 

interference, restraint, or reprisal, and he 

wey G@aignate a renregentative of his own 

choice to assiat him,? 

Lxpressions of policy are sovod as far as they go, but 
they must be given life and subsatance Lf they are to 


accompliah objectives. This is recognized Im 8(1 Tt Gv 


where manegement's responsibilities are delineated, 








statement of Personnel rolicy ror Civilian Fersunnel 


in the be artment of Delense, Cated 13 october TGE0, by 
the Secretary of belense. 
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Li 
Carbein positive activa WMLGl. tenagement must tune, in 
£0ition to having the Sood intention to regupnizce end 
elimtnete gourees of grievances, are presented. They 
inc lude: 

(a) All employees should be informed of the procedure 
for the initiation and dilaposition of the ¢rievancse action. 

{b) All levels of gapervigsion should be trained In 
their responsibilities itn handling oesplcree grievances 
and eppeals in aceordance with the preseribed procedure. 

(c) Crievences should be gattlied at as early a stage 
aa possible. 

(a4) Grievance decisions not favorable to the exployee 
Shrooula be fully explained, and the tagsic authority for the 
Gecigion, cited. 

(e} The Grievance rrocedure Chart should be posted 
grominently in shops and offices. This is a graphic 
representation of the grievance procedure, together with 
the minimum essential detalis of ite operation. 

({) Superviaors who engage in diseriminatory actions 
in handling grievances should be effectively disciplined, 

Having considered the legal and historical basis of 
grievance procedures, the definition of a crievance, and 
the policy ang responsibility of management in handling 
grievances, it is now a,propriate to discuss the actuel 
mochanics involved in the adfustment of an employee's 


crlevence. Actually, two separate procedurés are eet forth 
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Lo 
lan eOut oJ, one for Tield e@ployeses, and the other for 
de ,ertmentel emplogees. ‘“tnee beth procedures are unde~ 
eonteally elilke, with only @inor variationg, the procedure 
for fleld @mployveea only will be disevased herein. 
Mins Steze - Tre agyrievec e&ployce is first required to 
discuss his grievance with tine iorediate supervisor. The 
Supervisor is expected to investigate the matter in detail, 
geek such couneil e& may be necegrary, and arrive at a 
decision based om the facte. The NCil states thet it is 
considered preferable for the aggrieved employes to pregent 
his own case, although, if desired, one fellow employes 
from the same sho; or office as the agyrieved employee may 
asgist or participate in the discussione 
Second Stage = In the event thet the matter is not settied 
to the employee's satisfaction al the first atare, an 
appeal may tbe submitted, elther orally or in writing, to 
the employee's senior civiilen supervisor. The latter is 
rewired to mae prompt arrencerents for a hearing. At 
this point, oither tho euployee or the senior civilian 
supervieor may call upon the Shop personnel supervisor 
for assistance on technical points. The employee ia 
reguired to be present at the hearing. he may select not 
more than two rellow employees from his own shop or office 
to accompany and reéy,yresent him. in addition, witnesses 
whe heave personal knowledge of the matter may be called. 


A recora of the hearing must be kept. The decision 
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i” 
rencered by tre senior civilian sypervieor must ve in 
weiting, @ad if not favoreble to the enpPloyes, Bust include 
reaguns therels With S@upporLing VYeeta. Furthermore, the 
employee must be notified of his right of appeal te the 
next, or third, stage. 

Third Stage - If tne agyrieved esiployee is not gatisfied 
with the decision rendered at the second stage, he may 
then submit hle grievance in writing to the sommanding 
officer of the raetivity vie nis senior civillan superviaor 
and department head. The senior civilian supervisor is 
rej,uired to attach all second stage hearing reeorda te 

the erployee'ts lotter and forward them to the commanding 
officer vie the department head. At this point, the 
department head reviews the appeal, If he considers that 
the employee's position should be upheld, he can so notify 
the senior civilian supervisor thue closings the case. or, 
if the department head concurs with the senior civilian 
supervisor, the case {is forwarded to the commanding 
officer who La reoyguired to convene the Field Grievance 
Advisory Comelttee. 

The function of the ricid Grievance Advisory Committee 
is to review and investivate «rievances ajseanled to the 
Third Stege and, after due deliteration on all the facta, 
to submit aypropriate recommendations on the case to the 
commanding offileer. The committee is composed of three 


memnuers, Gill appointed by the commanding officer. “o 
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gualifieetions are estaulianed for sembershig on thie 
comyLtbtee Gxcapt that the cndividuala selected possess 
ceneril over-all knowledye of the activity and that they 


erievance at 


Ne 


have nob been Lnvolved is any wey with the 
tesue in its flrat or second stage. One member cmat b6 
an officer; one member must be a civilian. The third 
member may te oither military or civillan. 

he Fleld Grievance Advisory Committee, upon being 
convened by the commanding orficer, undertakes a review 
of the case by serutinizing the written record, hearing 
testimony from the aggrieved employee or witnesses, and 
conducting any further investigations whitn may a,ppéear 
warranted. The employee is reguired to be present at the 
hearing and he may select not more than three persons to 
accompany iim. They may be fellow employees or othora. 
It Ls to be noted, thal it is at this point that & person 


cate in the 


s 


other than a fellow employee may particl 
grievance preceedure to aasist the agocrleved @uployee. 

The comiitteé tren peepares its eusmary of the case, 
including minority reperts Lf any, and submits Pe GOmUe nde = 
tions to the commanding offteer, The commanding officer 
reyiows the commitbeats report and notifies the employee 
in writing of hia decision. If tae spoeal Le eusteained, 
the cese, of course, is closed; if the appeai is not 
sustained, then pertinent fxctuel reasons for sver action 


must be civen. In addition, the employee muat be notified 


al 
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of Bis right of ajgieal £5 tue fourth: astege. 
_surbi Stege - Aesuminy, Last Line srievence nas not been 
settled astisfeetorily at the third stage, the employee 
may submit a written appeal to the Under Secretary of the 
uvy vie the particular bureau or office which euntrols 
the activity at which he ts employed. So that all details 
of the case will be elearl, understood at the departmental 
level, .«. S,tc.al Poart.. tine i081 form hea deen pre= 
ascribed to whieh a eoyy of tne record of all previous 
hearings and the persogneel folder of the employee «ere 
etteacwd, The curseau chief then jorwardsa the canplete 
record of the case to the under Secretary of the Navy 
with guch recommendations es he mey feel to be of value 


in asdieting the Under Jecretary io arrive at a Pinal 


@ecision,. The buresy eutel i 


th 


alxo reguired at this time 
to nolineate & ,~ewrson from eis orgenizetiion to serve as a 
memve.) of tie Vavy Deparbewent JUrievence Appeal Board which 
conve 1.¢@¢ for es CTinal review and preperation of recasmmen- 
Getiors te the Under Secretary of the Navy. 

the agerlevegd empleyee Mey request that o hearing be 
grentid by toe Navy Department Grievance Appesl Board. 
The Board mary eceede te such &@ re.,vrest Lf lt considers 
that additional evidence is required to gain a complete 
underitanding of the case, The employes mey be represented 
by thresa persons of hig own cnoice at thehsering. The 


case igs tion reviewed by the Board ond ite edévisory 
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retOmmendsationg ere subritteéd to the Under teeretary of 
thee “aver. The flnsl stepy is the aypeal precesas ie that 
of véview unc Geeiaion hy the uncer Decretary o. the ravy. 


The employee is then notified o: the decigilon anc the case 


closed. 


Navy Degartment Urlevance jppeel jourd - Since the vevy 
Department Frlevance Appeal voaréd pleys e: Laportant role 
in undertaking the lest eultieparty review o: a grievance 
case, aid eines ith recoenmnesticns carry great Felvht 
with the Under Secretary in arriviig sat a Pinel decision 
ir the matter, it ia of interast to consider the composi-~- 
tion und procedures of thie body. As indloated above, 
the function of the Navy Vepartment Grievance Appeal 
Beard is to review and sudmit recommendations on fourth= 
tage employes grievance a. pealg to the Under Secretary 
of the Navy. Tae toard comsists of three members, Two 
members sre designated frum thw Office of Industrial 


ielatlons, one of Wiom, as principal member, acta a8 


(a 


Chalrpnan of tne LDourd. The third zember le nominated 
from the buresu or office aoncernad in the appeal, fro- 
Vision for designativun of alternate mombers is aleo made. 
im aCition te the theres of flelal members of Lhe 
Soard, ea Necorder is essi ned fre. the office of Industrial 
N@leatlons. Phe fecorder is responsible for a full pre- 


sentazion of all pertinent facts enc for preparation of @ 
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a ob 
rocorg os ail hésrin #, iicluding, both majority and minor- 
ity opinions in cases o1 cisagreement. He may enter into 
discussions of the case, vut his personal opinions may 
not be made a metter of official record nor has he the 
right to vote. 

In performing its appellate and sdvisory function, 
the Board determines its own internal procedures. it may 
consider a case on the basis of the record as presented 
to it, or it may institute further investigations of its 
own. It may consent to or deny a reyuest for a hearing 
by the agvrieved employee, Furthermore, it is authorized 
to call upon any individuals involved in the case for 
Ssaistance in furnishing records, atatements or testimony, 
@lther orally or in writing. 

The recommendations of the Goard, as noted previously, 
are submitted to the Under Secretary of the Nevy as a 
besis for hia review and final disposition of the case. 


There ia no provision for appeal to the Civil Service 





Commission of an employee «rievance arising from the 


workins environment. 


Time Limitations for Handling Grievancea at Various Stages 
Kost authoritles on ,rlevance procedures agree that 

the prompt handling of grievance cases is one of the most 

importent factors in the operation of an effective grieve 


ancé systom. Misundcerstandings and dissatiafactions which 
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ere not considered aa sav ated fulrly ene with reasonable 
dispatch inverjebly pass toro & smouldering period and, 
in the end, aasume a seriousness far beyend theip Initial 
condition. This cirewnstence ie recognized in the favy's 
vCL] OU wherein it La established that exployees must 
gubmit grievances within s certaltn time period Collowing 
their occurrence if tue, are La Lt .-¥eu coutideration by 
meragemont. Tima limitations ere gziso eet fer consider- 
ation of a grievance at any given stage beyord which, if 
the crievance is not settled, it must be passed along to 
the next higher stage. 

Th submitting a grievance for consideration under 
present precedures, Savy 6m ployeea are expected to present 
the matter ag early as yossibis and Seneraslly within 
thirty daye of its oeeurrence, Theres ia neo esecific ban, 
however, on accepting an older grievance for consideration. 
A decision at the first atege, which involvee the aggrieved 
and hig Lmnediate supervisor, is expected within two worke 
ing days. At the sétond atege, whieh involves the aeprieved 
end tle sentor civilian suservigor, a decision shoulda be 
wade within five working deysa. At tne tuird atege, which 
involves the arrrieved, tue Field Grievance fivisory 
Committee, end ties commanding officer ef the activity, a4 
decision is normally @apected within ten deye. Ffrovision 
is «ade for Gelsylng decision at any slege, Lut the 


employes is suLposed to be ofilelally informed of such 
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Geley #Lth tne reason tierefor and advised an to the date 


sion can te expected. “No formal time limitation 


bodied 


GBS 


t+ 


Lea eatedliahed for rourthestage considerations by mansgee 
ment in the offiee of Under Secretary of the Navy. 

Hot only are tiwe limitations esteblisned for render- 
ing Gecisions by management «at the iret three staxen, 
but also the employee is reyuired to otserve compereble 
limitations if he elects to refer his grievence upward 
through the fourestege procedure. An appeal by an employee 
must be received within three deya after decision at the 
first and aecond stage and within ten daye after decision 
ati the third stase,. 

From the foregoing time reguirements, it is apsarent 
that, under ordinary circumstances, not sore than twentye- 
three days should occur between the orivinal subsmiseion of 
@ grievence and the dete of Cceclsion by the commanding 
officer of the aetivity concerned. The time required for 
the fourth stage decision in the office of the Under 
Secretary of the Yavy would be in addition aad of unknown 


guration. 


Records and heporting - binimal rejulrements for keeping 
records of grievance cases are eatablished by Navy Departe 
ment directive which make 1t mecessary for each activity: 
bureau, or office concerned to record essential details 


or grievances erising therein watieh are carried beyond the 
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nbroduction 

In the fteld of employee Crievences, whith by its 
very nature is prone to be charged with humen escttons 
and tensions resulting from Peal or fancied wronys in the 


working environment, Lt is to be expected that yuestions 


aad, 


relating to the adequacy of preseribed procedures will 
arise frequently and with great variety. A sub-committee 
of the Pederal furgsonnel Councli, In investigating sgency 


grievance procedures, hag thie to sey: 


It ie important to nete thet eritictems which 
reflect basic dissatisfaction with agency grieve 
ence and appeal procedures coo with about equal 
frequency from bcth menagement and employeer. 
‘On the management elée there ere still signe of 
reluctance to accept the theory of enployee 
rights anc maneayenuent obligations which underlie 
formal grievance procedures, ané a disposition 
to regard the procedures ag something of a nulee 
ance and an obstacle to prover exercise of 

Qigci Jopmagess authority. Un the employee side 
there Le plenty of evidence that employees and 
employee unfons Lack confidence in the grievance 
machinery of indivitwuel agencies and are anzious 
to pregerve anc 6ven extend their rishta of 
apueal outaids the agescies to the Civil Service 
Commission. 











Loraft weyort (Por diseussion on ly} of Sud-Commblttee on 


rievances asd Appeala, rédéral Tersonnel Council, Civil” 
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Gome of Lie moose Lregwerntiy voiced criticiom of the 


peesent seenvR grievance procedures have heer @numerated 
by the subecommittee ou ‘rievanceas tnd appeals of the 
faderal parg@onnel Council i: Lts preliminary cGreft report. 
TEese Lave reference wo agency yvrievence procedures 
Eeneréeliy end way, Cr Mey not, pertain to the Davy fepert= 
mont. Additional criticlews sre sentioned which sure the 
juwlemente end conclusions of tne writer based on personal 


experience in dealing with elviilan employees of the favr 


4 
oa 


Under & 


. 


iaGicg grievance procecures, 


Common Criticiama of Agenee i roeedunes 

The subecomuittee of the Pederal rersonunel Councils 
atetes the following to be common criticiamsa of agency 
grievance procedures: 

(a) “Complicated and Time Consuming” - A common 
criticiam of agency prlevence procedures ile tant they are 
too compilcated and time consuming in operation ead 
excessively legallatic in outlook, It is frequently 
contended that the average employee is "lost" in the 
technical details of -rievance procedure without the 
assistance of a consultant or grisvence steward from the 


union. From the position of menagement 1t is allereé 


that the average supervigeor i6 handLlea ped in following 








Cervice Commission, Juiy 195uU, pb. 5. 
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erLe@vance procédvreoe witijoul Cconmetent gyuecance Oram s 
persgonmel teehniclan. Thus it Le anpued thet tne funda- 
mental purpese of crievinc® orocadures is vitilated in 

thet the alm of providing & eystem, wheboby eampicyees and 
menapoment can reedily dotarmine basic causes of grievances 
arai find the best way bo resolve tne disaatisfaction, is 

2 
nol realized. 
In considering tne .oregoing odjection, it isa necessery 

to draw a careful clatiaction between those crlevances 

which are successfully resasived in tre Vfirat or setond 
atages and those which aré cerrled into the tnird and 


fourth stages. in the former situation, an atr of infor= 
ts 


Le | 


mality may prevall, since only flrat ane second line 
upervigion i6 involved end the grievence may not sven 
U6 reduced to writing. The eritticism of srocedures being 
too complicated ard tim@t-consuming would not appear to 
@iply to most grievances, ginese the great malority of 
GUh@h: are settied at ihe first or second atage. Third and 
fourth stage grievance hesrings &re gurrounded by greater 
formality, including presentation of a written appeal, 
end the upyolatment of a fact Finding boerd which eubmita 
& recommendation to the heed of tne agency, or in the case 
of the Savy, to the commanding orricer and the Under 


gecretary of the Navy. it if in this area that the 





is eentilinneat 





Bs b-Comsittee on arlevancee end Appeals, Ope cite, 
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epyitiolam vefoerring to procedural cumpliscetious i# gener 


ily encountered. 
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£2 


healiging thet third und Csurth atege appeals are, 
in the main, those in which the employee has an apyreci-~ 
evie toterest at stake, it would aypear that there is no 
other method to insure fatr troatment than to provide 
Ultimate appesl to the hirhest suthority in the agency. 
The reoallties of time anc distance leave no alternstive 
than thet the grievance situation be spelled out explicitly, 
including the complete history of all preceding hearings, 
¢o that the ultimate souree of decision in Lhe manacerial 
Eierarchy can act in the lisht of complete and undistopted 
enowledse of the facta of the case. From thia point of 
view, @ "gimple® grievance procedure probably never can be 


realiged. In ranawer to the objection thet existing pro- 


a 


eedures in the edvanced staves are too time consuming, it 
Le pertinent to observe that no grievance machinery can 
® S@lf-operating. In @ grievance situation, other than 
in the most aimple problem, it is expected that manayge- 
ment Will ve called upon te exert ite best skille in en 
unhurried atmosphere so that all faeets of the probiem 
et Lasue may be brought to light. 

Neferring to the grievance procedures of certain 
Federal agencies, the subesommittee states: 


Tt ie probably true, es orifice allege, tnat the 
procedures of gume individual agencies ore too 
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compliasted and time consuringe--not vacausge they 
are two len thy or detelled, Sut becsime they 
are not guiliclently ecleer «enc Oxplieit. Tire 
solution ie not arbitrary seimplifileation of the 
procedures, vul esreful attention to revisions 
Which will clarify Gouvtful polnts in the roles 
anid describe & euries ot clean-cut ateys for 
enployoes and suyerviaora te follow. Finally, 
OmMpLOyo@a Ant superviecrs alik® are entitled to 
rely on the personmel office for helpful, ime 
partial guidance on gyery provision of the 
prilevance procedures” 


x 
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ct 


le or mo ¢criticieam can re directed 


| aed 


Cn tite seore, 2 
et §Cit SO on Grievancés and Complaints. Ita provilaiona, 
edmittedly lengthy, are, neverthelesa, clearly end explice 
itly stated snd to the persannei tegnnician would presen 
moO problem of interpretstion. assaming thet the personel 
office is adequately steffed, mo problem of application 
of proceedures would ariee in the Navy situation under 
normal conditions, Howaver, in perieda of declining 
Q@llotment of funds and organisational contraction, there 
ig en @rroneous, aithough understandable, tendency for 
local offieclais teu teieh the protuctivilts of the personnel 
teehniclan ageainet that of the @leetriclan or the drafta~ 
mans Too often the decision 16 unfavorable to the former 
With the result that arilevance proceduree, G&S well as 
cther personnel] functions, Gven thougn adequately presented 
"on paper™ lose effectiveness ln translation to the human 


situation. 
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Coat a6@ues prilévacce 
rocedurss are oxcesaiveiy llucrel or “loeded”™ in favor 
of the ampiorse ao that tae process of  rplevance hearinga 


derenerates into s lengtuy and lecally flevored series 


ioral 
Fy 
~~ 


of proceedings in which tle supervisor wie tends to restet 

the action is gpilloriec sad placed in the pesitilon of a 

G@@fendant. Thus, it 16 allened that superviaton isa dis» 

couraged from adopting Lire. aetion in handling suen cases 
A 

ever wheres cleerly justified, 

Aasesement of NCiT OO on Grievancea and Complatate 
in the Light of the "over=democratic” erlticlam would 
incdileste that the obJeetion hag no validity. It ia inaeed 
pousgible Lhat the opposite condition may be evigent in 
some gituations, which will be more fulay developed in 
dlacuasing the subseyuent gun@rel criticiam. While Wavy 
eivillan exployeoa tmve recourse to estadlisied yurlLevence 

procedures thore aré no features of the aystem whieh give 
undue welsht to the employee's position. 

(c) "Employee Gan't Get a Syguare Deal" = Another 
common criticlam of employeas ari employee unlons is to 
the opposite effecte--that sowe of the present arency 
erlevance procedures make it cdiffieult or impossible ror 


employees to "cet a square deal." This attitude finds 
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OxpTéssglon in ule oceasl tual practice of @mployees to 

L-viore the agercr's appeal channels 4nd Lo réport teeir 

tro.sles direobls to tigir favorite member of Conjress 
>. 

or the Civil Serwice Cotwisesilon ltseif. 

pefieiencies Ln procedurs, or in the competence of 
the adwinistrator assigned to mehkho tle procedures effective, 
lie at the root of thls objection. The remedy then muat 
take into conaideration both sources of possible mali- 
function of the grievance gyéten. 

Tn an objective @gnalysia of DCI 8G in the light of 
thia charge, it would aypeésr that e good cage could be 
made for tne present Wavy syatem. fHowever, there ere 
objections--two of which ere cited for purposes of illus- 
tration. 

(1) In the first and seeond stages of the grievance 
grocedure, NCiI GO restricts those who can appear with, 
or represent the agerleved employee, to one and two fellow 
employeos, respectively. and they must be from the 

mbloyeets own shop or office. In certain occupations or 
enops, wiich by their nature ettract persona of low socio» 
economic atubus, this restriction may effectively block 
the presentation of a erlevance, not for rensons of pro- 
codural roqyuirementsa, but from the personal limitations 


f the individuals concerned in the wee of lanzuese, 


er aie 
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flveney of @h;Pees UU. Oo abeilas characteritatizve. To 
this extent the critici#am uo. the employee nat beim, able 
"to 2@t a aynuere deal" has relevancy. 

(2) Unilateral determination of membership of the 
field Grievance Advisory Svard in third stere hearliiy:s 
can operate to prejudice the interests of the om:-lores, 
In the review of grievance appeais, the reaction of yure-= 
vious levels of authority exerta some infivence on higher 
levels of authority. The Field Grievance Advisory Board 
ig the first point of multieperty consideration of the 
grievance, The deeisnation of this board by management 
alone, without opportunity for volee or challenve by the 
mployee, is @ Gevice whieh hae the afrect, either alrectly 
or indiroctiy, of limiting the employee'a opportunity for 
“eetting se square deal," 

(a) "Too Kany Different Channels and frocedures" - 
Tre objection le heard with some Traquency that there are 
a confuging number of procedures and a Vlethora cf channels 
eosteblished for hearing and reviewing the various types 
of “xrievences commonly encountered in federal departmenta 
and agencieg. It is freuuently found that the verious 
acseacies eatablish different procedures for the administrae 
tion of grievancer arising from such matters as reduction- 
inefores, position classifications, efficiency ratings, 
removal from position, racial or religious diecrimination, 


and tie ordinary grievances which originate in the working 
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ws) 
environment or velationshipsa. Leth employees ang rirst 
and second line supervigion ure inclineé to se contlused 
by the procedural differences and details which at times 
ma; ve perplexing even to personnel technicians. The 
reasons for these cqiverse methoés sre rooted in the 
historical development of employee appeal rights. As 
legislation or Executive Orders eateablisned the right to 
appeal, there followed specific procedures for a specific 
type of appeal bullt up in petchework pattern over a 
period of years.° 
WCrI 60 on Grievances and Complaints provides for 
exclusion of grievances resulting from the following 
types of actions and prescribes other procedures for such 


cases: 


(1) Grievances resultine from reduction in force 
(Ciqt 170) 


(2) Urtevances resulting from position re-classifi- 
ations (HCrI 155 and 156) 


(5} Grievances yequly tng from effichlency ratinga 
("Crt 55 and 58)? 


Reduction of the number of different procedures in 
effect and the adoption of a unified srievance and appeal 
system would have distinct sedvantages in clarifying pro- 


cedural details in the minds of employees and supervisors 





Ssub-Committee on Grievances and Appeels, Ope Cite, p.10. 
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alike. On tiis score it would @ppear that procedural 
unification and simplirficetion is an objective worthy of 
mreater effort within the Navy Civilian Fersonnel Instruce 
tions. The sub-commlitee has this to say: 

Each agency should have eae unified grievance 

procedure with a uniform channel and terminal 

point ror all types of grievances and a, peels. 

The sub-committee believes that such procedures 

are more possible of realization than is gener- 

ally assumed and that unification can be sub- 

atantielly achieved within agencies without any 

new legislation or sweeping changes in civil 

service re;ulations. 

(e) "Too Much Second Guesaing by Civil Service 
Commission® - One of the criticisms of appeal procedures 
which engenders the greatest reaction from operating 
agencies concerns the lesislative authority which the Civll 
Service Commission possesses in hearing employee appeals 
for certain personnel actions taken by the egencies and in 
reversing the agency decision if considered justifiable. 
This does not apply to grievances which spring from the 
working onvironment and working relationships, such as 
those covered vy NCrI GO on Grievances and Complainte. 
These matters cannot be arpealied beyond the agency itself, 
Tne eriticiam of excessive Civil Service Commlasion author- 
ity pertains to grievances which result from reduction-ine 


force precedures, removais, and such personnel ectiona 





Os ub-Committee on Grievances and Appeals, op. cit., p17. 
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which ere closely releted to Joo tanure and the exnployea's 
future etetus tn the covernmentel service.” 
Tt ts eoneeded thet the ado:ztion of atatutes and 
révulations which encourage civilian employees to rely on 
aTinel authority outside their own ageney have worked to 


vy 


the impairment of the cause of better erievence and eppeal 
edminiatration cenerally. The anawer to thie criticien 
lies in the development of the urineitple of primery agency 
ypoespongibility coupled with rigid atandarde-setting and 


inapection by the Civil Service Commiseion,>° 


Common Criticiane of Havy (rocedure 

In @Gdition to the foregoing oriticisms of ageney 
grievance procedures genereily, which sre acknowledyed 
by the Federn] Personnel Council, there epe other recognise 


able problems related to the administration of the Revy's 





grievance procedure gysten., Po the individual who 4s 
placed in a supervisory position over civilian erployees 
of the Navy, and who, over « period of years, segulres a 
backeround of experience in edjustings crisvence matters, 
thera may develon a realication of the followings tteme an 
eorgion critictams and se matters of fundamental tmportance 


| in an ayppraigal of tne present ayatem: 











Vgub-Committee on Grievances end Appeals, op, cit. be. 10. 
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procedure, an @rployee is, rer all practical purposes, 
"on nis own’ in presentiny, e crievence at the first stage. 
Altmough he can @x pect advice on proeéturel agvects from 
tne personnel office, ne cesnnet enll upon geallfled 
counsel to present tiie case for him as is stirpmon in 
industry. A concession of sume epsall significance tn 
this respect ig provieea in Heli dO which permits the 
designation of ons fellow employee fron the employee's 
own snop or office to accompany and represent bim. The 
Giapearity in what might be expressed as the "positional 
power” of the Lemediate supervisor over that of the 
enployee or & fellow worker serves, on occasion, v8 & 
ceterrent to the presentation or a grievance. Lince 
Ciscuselon with the Lueediate guperwiser is tire firet 
etep in the presoribed crievance procedure this "block," 
or at least reluctance, on the part of the employee can 
Se@rvé ta negate or diminish Lhe effectiveness of the ontir 
procedure 

this reluctance to present grievances to the immediate 
gupervigor in often inflvenced by the socio-economic atatus 
or the worker and is related to the poaition whieh the 
employee holda in the ail] aAlerarcahy of iabor. An une 
esiilled man employed in a labor gang performing canual 
work is much lésa prone to fresent a grievance and ia more 


inclined to make the best of an unsatisfactory situation 
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ar 4s the sore articolaie® svilled mechinist who resilizes 


ct 


Lis services ere of ~pester relative value to en organie 
sation. Wor Goes tuils reluctance apply, for example, to 
the civilian scientist in the Bureay of Ordnance or to 
the atenocraypher who can readily find another job. in 

any event, the eGéeistance of yqgumlifled counsel, if desired 
by the employee, in presenting & rievence «at tre Piret 
stace would probably have tne result of bringing mor 
grievancea to light-#whleh, in the final analyalis&, is 

What any prlevance proceduré is expected to do. 

The point can algo be raised wiether or not the 
restriction on representation in the Tirat stage orosenta- 
tion of a grievance expressed in NCFI g0 is in seeordance 
with besie policy es promulgated by the Secretary of 
Doe Pense. 

On this point ECP? GO states: "Tt is preferable for 
the employee to present hia own case, althourgh if he go 
deaires, one fallow employee from his own ahop or of flee 
may gecompany and represent hin." nil 

The personnel poliey of the Secretary of Defense 
states: “...in presenting a grievance, an @mployee shall 
be free from interference, restraint, or roprisal, enc he 


may designate a representative of nig own cholce to assist 


hin." Le 
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asridvement ef the policy of tume Gecretery of the befenes 
which pormite the ceatpnation of a representrtive of une 
limited choice without restriction, 


(o) "Phe Temedisate Gupervieury Level ee the Initial 





Murdle" Assuming thet the individual employee hes over- 
Gone his reluctenca te act “on hls own” and hea registered 
hie grievance with the irmediate eupervisor, the contention 
is ocoasionally advanced tiet the immediate svpervisor may 
attempt to stall, cloué the issue, or indulge in "borage 
tracing” with the agerieved emploree in the hope that the 
problem will thus solve itself. While the srlevance Le 
Stili in the verbal «tage, the reaction of meny minor 
Supervisors ie thet the acerleved exployee can be "talked 
out of it." As a result, a still creater dependence and 
premiwua ia vleced on the determination and resoluteneas 

of the individual employee in seeing lilies grievance through 
to a fair and oyulteable hearing. The question may fairly 
be asked whether @mployees in the practical eltuation 
Lacking coliective strencth, can ré@agonably be expectod 

to display an attitude of hirh purpose and steadfantnsse 


in pushins their grievances beyonce this firat atage if a 











in Department of befense of Cetober 1S, 1949. 


»s 

~ MDA (we ak mumethe Gee tee Teme Lem 4. 
RR GR OR Bee 8 tt mm tet eee me 
Par? Ae BEE ee wm rit wR ee 
Cee EF OF CRORE eH tidy ee fk elites 
o@ by etlicaeenye © TY) anime he Ahem woke 
I 

Atidigs ts E> keees Gees eee eens ey! 
VEN heh Ne i lm a mm ae ome 
LA OCR Aa atl tee Sim ole ae ie ieee 440 ee 
POLIT e ee AT he ed ie eee rere eal 
TOP TERNS TURAN) Se Ad eeiiee (hinue tome of 
- 2. oh et a yes GAP Gems oh iets 64 ten 
Ed Bethe Ne  ! ERR a tt) 
6h Re oe Rie -eE eeTre tee Th)" enecom 
he ee ee TUNES YT Lee me ne mh 
ella” ee oa ermalh ms pENermee mee ee | ome tev eee 
et erermeth een LLiee @ a tieeme mm He ae ee 
rede tee Heifer fe) mn eee 8. ieee 
Sporwe! Aer ot) ee oe mtg ee dee mde ame Wo 
Tae oe el Vee SS tw Ade Plame ore whet © oe 
eames Tats totere a! 0) Vel alee ewe ow 
ORIN a VLPRRR RE om Vehmery th ryieartins manned 
POR 28s ee ee Ce Gtr He femeTee* oe putin ae 
2 1) ee er 2087) ast Ge fem rte) te eer ae 





od 


renctloOmery ALbitud® appm@era Gn fe part oF t4@ igmediate 


Yost adailnistratorh, undoubtedly, hevs encountered 
such situations within che seape of thelr own experiences 
while occupying a position of responeibility in the FPublie 
fores Department of a major shore activity, the writer has 
been epproached by euployeea with prievance complaints of 
one type or another, some ef whieh were probably epurlous, 
and otuers well-founded. [In such #@ situation, all that 
the atminiatrator can openly Go ia to advise the employee 
to seen relief in the pres@ribed crlevanee procedure, 
@xplain the operating detalles of the system, and refer 
the employes bo his immediate supervisor for a discussion 
of the grievance, Meanwhile, the edministrator is warned 
of a potential focus of trouble in his organimetion and 
may ehearpen hie control of that particular unit without 
Cestroying the confidence of the employee, Subse juentiy, 
on informally checking to determine whether the enployee 
wee satisfied with the treatment received, very frequently 
it was Cetermined that the euployee decided to drop the 
entire matter. On one orcasion an employes explained hls 
@ctUion thie way: "I've worked here for five yeers and I 
hope to work here meny siore. Nr. K (the supervisor) will 
be here & g90d many years after you military adminiatratora 
are cransrerred. He ts the fellow fT have to placate." 


Correction of such situations as thess oan proceed 
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Second, oy St renythening tme coliéctive hema of isber in 
tié process of presenSliie rievances. This latter process 
ia fraught with etaplicec.ons in jederal employment ae 
Will be mentioned i, a later onspter. 

(ec) "belay in jJendling Irlevancesa~-Acministrative 


iav” another frequently encountewed criticisa whieh 

Savy @nployeeca cirect at the orlevance procedure is that 
gsupervisora above the ilrat stage occasloneily exhibit 

the tendency to plsee the grievance appesl on the “bottom 

of the baaket,” that is, to sive preferential treataent 

bo otaer administrative mnettersa for which they are regpon= 
gible and to tackle the somewhat onerous grievance appeals 
when they “heave time" or "ean get sround to it." RCyr BO 
on Urievances anc Complaints establishes certain time 
limitations for handline srilevances at the verious appeal 


1é The phraseology of the ECT is, however, 


levels. 
Besceptibie to administrative manipuletion. No sanctions 
are imoosed for nonsobservancs oy manazgenent of tine 
Limitations. In the face of the delay which tve ocecaatonal 


unprinefLoled asuypervigor can raise in front of eae scrievance 
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appeal, lt is contended thet the individual envleyee hs 
little recourse for rewedial action within ais activity 
or apency. 

Ghia objection ig not so much a criticiam of procedure 
as it is a refleetion on the individuals who adslniater 
the system. It is a truiam that no system will be any 
better than the people who administer it. YPrhis certainly 
applies to grievance procedures. At the same time, oflorte 
should be exerted to strencthen procedures. One possible 
solution to this particular complaint is tisat provision be 
made for Grployeéa to by-pass a perticular level of appeal 
and be granted the right to proeeed to the next higher 
level after a reasonable period of time has elapsed with- 
out ection at a lower appeal level, 

(da) "No Central aeporting of First Stage orievance 
Discussion” The absence of a system of central reporting 
of first stage grlevances at the activity level is some- 
times viewed, if not es a deficiency, at least as a lost 
opportunity for higher management to learn many of the 
common causes of employee complaint and dissatisfaction. 

It is contended thet if the potential sources of srievances 
were known, management could then aenticipate "foel of 
infection" for grievances and take steps in advance to 
eliminate them. The experience of first stase crievances, 
if resolved satisfactorily between employes and immediate 


supervisor, or if not appealed to a hicher staze, is lost 
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G2 
bo management ag e means of improving procedure and better- 
ing e@enployeo relations senerally. 

sdeguate records of crievence situationa and a dis- 
position to “follow up" solutions to determine the efficacy 
of the remedy are of importance from the standpoint of 


t,t ho less important ia an alert interest in 


MANRE CHEN 
Gliminating potential soureés of prievances. To assist 
manasement in foregtalling srievancés, the creation of a 
system of centralized reporting of firet stege crievance 
diacussions would be of benefit. Such date could be 
presented in statistical form and need not necesserily be 
identified as to individuals concerned, In this way the 
informal relationship of first stage srievance discussion 
between employee anc supervisor would be maintained. At 
the same time, higher management could benerit by a general 
knowlede of conditions which tend to generate grievances. 
(e) "Ko Review or Audit of Second and Third Step 
Grievance Appeals" Another critical reaction to the present 
Navy Department orilevance procedure is that a formal method 
or audit or review of second and third stase grievance 
appeals should be devised in order to protect employee 
interests. Under existing procedures in NCrrY 80, any 
erievance appeal which 1s not carried to the fourth stage 


(the Sureau concerned and the Under Secretary of the Yavy) 











; 
1osueius, op. cit., pp. 476, 480. 
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£u 
re@ielnis 6 lowal acbhivit.) matter. rp@ecord Of [P.evmices 
ia kept bY gach sebtivitos ina@icatiog the nature acd the 
Cigposition or any grievenee cerried beyond the Piret 
Staro, sowever, it rewatlis but a local record, It is 
contended that the alertness of local menarement in 
administering erievance complaints would be sherpened if 
the foreknowledge existed of perledicai or surprise 
review and audit by an wyeper echelon or another asency. 

The task of handlim: Jrievances is one that all iévois 
of an organization must wapune , +5 On thie beseia it is to 
be expected that the effoctiveness of the Navr'a grievance 
procedure could be enhanced by a more active participabion 
of upper command echelons in the field of audit and review 
of the crievance case histories at the local activity. He 
formal reyguirement of this nsture ls now @xpressed in 
“Crt wo. 

(f) “Lack of Awareness by Luployees of Grievance 
Procedure” It fa not an unugsual experience for an admine 
istrator in the Yavy to encounter civilian employees, 
some whose employment is of many years duration, who sre 
completely unawares of the existence of an established 
veocecure for adiusting grievances, Thus the occasional 
oriticiem is voiced that Navy management has been deficient 


im establishing adeyunte training and educatlonal proyrans 








1OsneLUS, Ope Cites Poe 455, 
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Sor e@pPloveen go that, ereal Olmar tilings, the ceteils of 
Li@ orleveance precedure ace rrown to ell. 

This complaint) ie not ome whieh reflects agelnet the 
established grievance procedure as such, ut rather je 
indiosative of poor colmmunichtilon within the particular 
organization concernea. (6 3syatem can be expected to 
function of itself at a level of efficiency above that of 

ts human admioletrators., An euthority on personnel 
management states that methous of handling grievances 
is one of several most important topples @hich should be 
made the subject of employee cenfrerence and discussion at 
gsuccesaive levels of authority with the objective that 
all hends aré to be thoroughly informed. As Jucius aptly 
stiates, ",.sethe ultimeste aim should be unlimited cover~ 
age." LY 

(¢) “Lmployee Groups Rave No Voice tn Selection of 


ee Desh 


Field srievance Advisory Committee for fhird-Dtep urievence 





Appeals” The review cf # crievance appeal by an impartial 
board at the third steve and the suvmission of the Loard's 
recommendations to the commanding officer of the activity 
for ®uicance in arriving st a decision are irportant 
G@lements in the established ovievance procedure. however, 
the mannor in whieh the members of the board ere designated, 


as #@t forth in NCri O06, by eppointment by the commanding 











1? sucius, Ope Cite, Ppe SGE507, 
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SupS. The wosaition is tyke@n that @ untiaterasi determin- 


Stion of board membershiy by Banepement co@s not lead to 


Cin 


strict inpartielits in Lita Geliberationg and aubeisaton 

of recommendationg. This criticism pointe up the aomewhat 
Geliceate problem a8 to precisely what role, if any, should 
be played by eniployeos croups or the agarieved e=plsvee in 
determining, or participating Lo the determination, of the 
memberashio of the beard, 

The Sub-Committees om Uriewences and Appeale of the 
Federal versonnel Council considers that competent fact 
finding by an impartial board is the touchstone for 
arciving at eyuitable solutions to problems presented in 
employee appesis 2° The present standards of the Civil 
Service Commission, which establish genoral coverning 
conditions for grievance procedures adopted by individual 
agencies, rejuire that amployees be viven tne opportunity 
to present their gri¢vances to a standing Doard conposed 
of employees of the agency. in no wey is it sisted in so 
many words tiat the board mush be impartial, Tae more or 
less implied objective of impartiality is defined princie~ 
peiiy in terwa of qualifications by which members of the 


2 3 6F yt ¢ a, 
hearing boards are determined?” In NOPT SO the impresation 








18s upecormilbbee on Urlevancea om’ Appeals, OG. Gite, p21. 
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Case .~ 
tt is only fair to point cul, eowever, tLat thers i6 no 
SiLeted reucuirement tnet tue recommendetions ve arrived at 
in the light of the Cacts as ca@términed, but oOhiy to wake 
recowrendations after the fTmets had been foily and feirly 
considered, There is @ not tco subtle distinction. 

To sromote employes confidence in tre hearing board 
it is desirable thet emblovyees participate itn sone serner 
in the designation or seleetion of Lts merberns*+ Uxeluaive 
autoority to Gesisnate merbers by managerent encendcers 
criticism of the board a8 management dominated and leasenge 
{ts prestice in the cyees of esployees as an impartial fact 
PS iad i ny ORoup. 

come Tecerel agencies have countered thia objeettion 
by waking proviaion for some form of cireet employoe partici- 
pation in the selection of members of the hoearlng board, 


This represents an extreme vice and is cpen te the serionua 


objection that it may tend ts uncermine or diminish manerer- 
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“17 
fal authority and raayunelbility. ‘hare ars tro meti.ods 
now in use £.. certain feferal &jencies wuereby Geployees 
berticlpate Girectls is the seoleetion Precesa. They ares 

(a) One member selected by managerent; one member 
selected by euployees (or gegrléeved employee); and, the 
third member gelected b) mutual epreement of the rirart 
two members . 

(bo) Selection of board members from a panel whieh 
hed previously been elected either in whole or in part by 
erployees of the activity. 

In order to avoid direct employes perticipatlon in 
the election of the Field Grievance Advisory Loard and, at 
the game time, to nagaete the charge of wanagcenment donin- 
ation of the board, the subd-cormittee of the Foderal 


rersonnel Council recommends the selection of boerd 


members bY management with the individual arpointeas 


nor 
being subtect to challenge for cauge by the employee.”° 


The method of challenging furors for a criminal court 
case could be cited to Lliustrate the point. Under the 
broposed méthod the employee presenting the grievance 
woulc have more assurance than at present of an impartial 
hearing. Algo, the burden would be placed squarely on 
management to select members who ere not only competent 


from the technical standpoint but who atend high in the 
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e2sub-committee on Grievances and Aypealg, Ope Cites Ped. 
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respéct vid esteem Oo. Ohplo,yees penersily. The gub- 
committes states: 
ees thie method provides complete flexioility 


and places full responsibility on management 
for solection of capable, wellequaliried 


i are} 


individuals to serve on the board. The in- 

Gifferent ywallty of many hearing boerdes in 

the past haa been one of the most vulnerable 

points in agency appeal systems.<” 

(nh) “Leck of Stetistical Information on the Scope of 
Grievance Occurrence” 48 noted before, there is no require- 
ment in WC:I 30 thet first, second and third stare grieve 
ance hearings be ruported for the purpose of centralized 
review and statistical analysis, Under current procedure 
there is no rscord mainteined of first staeze crievances, 
Records of second and third stage hearings are flled at 
the perticular naval activity where they occur. While it 
is known in a general wey that such grievance hesrings do 
occur, there ka no convenient or practical way of ascertain- 
ing the frequency of grievances, the common covrse of 
grievances, the usual stage of settlement of particular 
types of grievances, and similer information which could 
be made meaningful by statietical analysis. The dimensions 
of the grievance problem in the first threes stases actually 
remains unknown to higher manasement. 

Fourth stave grievance appeals sre, of course, sub-= 


mitted for consideration by Navy management at Washington. 
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O: Statistioal iniormalis: .orpalanec on orlevance hearing 
anil the very €etalled iifomation and atétletical atvcles 
Gisseminated in tne field on Trequencr and severity of 
hoat-time accidents. The 6iieect of Llost-Lime acclvuents on 
o.erational efficisney is readily apparent; tre erfect of 
deficiencies in the operation of & Jrlevance G}stem can, 
in @ less dramatic mauner, adversels affect operaticnal 


OPlpolencye 


cumnery 


Tn the foregoing chapter a view of some cummon 

eriticiams has been presented, not oniy of Une current 
Wavy employee grievance prosedure, out alse of Federal 
agency procedures genegrailr. Gome are undonbtediy valid 
in whole, others in part and under certain cireumstences, 
end some may be of yuectionsdle validity Saving presented 
tiem for consideration, it ta now tne purpose of tile 
thesis to center interest on genersel freaturea of yrievance 
procedures in collective bargaining ctntrects in Ladustry 

na commerce with the view of cdetermniining Whether prectices 


@xist in this extra-governmental Pleld whieh may have 
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The industrial @uplre in our American @cunomy la 
diverse and complex, it i6 af.iected by an almoet endless 
variety of factora which mase for non-unlformlity. Like- 
wise, there are a multitude of variables whieh are character- 
Latic of American labor when conaldered in the ecprecate, 

The -ossible combinations in whieh all theee variables 
cGuld be vlended would indicate thet no one urlevance pro- 
cedure isa capable of unlversal applleation., And thia is 
anply demonstrated by a review of the cany different types 
of grievance procedures found in collective bargaining 
contractae 

urplevance complaints whieh originate with the ttlnere 
ant mechanic itn the bullding trades must necessarily be 
handled differently from disputes which arise in a masmoth 
industrial plant e@employines thousands of workera,? Similerly, 
& complex organization in a mass-production tndustry with 
several echelons of supervision regqulres a grievance pro- 


cedure considerably different from that needed in the emall 
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OWNG Pr-O Derhtel Oot Gamkweed SivoL or etere. Thus, the Lorm 
of ocrilevance .rocedtivs Geet in & articular @ltusgtivon ia 
‘enerally the fruit oO: Gaweritnee in rélistlons between 
meaneagoement ard unions iu that situation over ea period of 
Line. 

ilens wiich have b-en suceoessfully used in hendling 
grievance dlaputes rane fron the twoestep procedure to the 
Your or more step procedure ,” Other variants mey up may 
not incluce resort to arbitretion if the step negotiations 
within the company and union ralation prove fruitless. 
¥any collective bargalinin:; contrect procédures provide 
for union sponsorship of a srievance if the first stage 
of initial efforts at settlement fail. Other matters of 
interest include consideration of the rele of the shop 
steward, the Liuplover Grievance Committee, and the Shop 
Committee. Another element of importence which creatly 
influences the success or failure of the grievance pro- 
cecure is the time schedule established for succersive 
nearing stages.” Ail these features of ocrlevance protcede 


ures are worthy of further elaboration end consideration, 
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“Williamson and Harris, op. cites, Pp. 120. 
i 
“John A. La,y, low to Handle Lebor Grievances, p. &D. 


Srawin ©. Hobvbina and others, Collective Sargaining 
Contracts, pp. 254-209, 
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eWOwnt ep IPieovance proceuurae 

The tWoestep orlevaence procedure is commonly Lncorpo- 
rated in sollective vargeining contrects nepotleted 
between unlons and reletively amell Lraoustrial or commere 
cial enterprises. Phe asyence of severrgl supervisery 
layers in menégement permite rapid referral of the sriev- 

Girectiy to the individual repréersenting ultimate 
authority in the businees, if tre complaint Ls het settled 
st the lower level, 

in Operation, the twoestep prosedurec calis for Lodgins 
the grievance or ¢ompleaint by the aggrieved employee, or 
the union representative soting for tilm, with the foreman 
or gupervieor. Assuming, thet the difficulty {a not setlae- 
feetorily resolved at thia level, the problem ia then 
presentec for settlement to representatives of both unton 
and management, who possess power of nesotiation and 
deci ielone” Lhe contract may or may not provide for 
arbitration by a third perty if these representatives 
cannot agres,” 

Typlesl of the twoestop crievance procedures ia the 
provigton insorporeted in @ contract between the Grays 
Narbor County Laundrymen's Assceclaticon and Laundry Workers 


international Union=-APL whieh provides: 
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(a) imy eriplebes twvin, a Yrlevancés shall 
take up euch vrievence wits the lead of the 
department havin, proper charge where such 
grievance hes arisen anc endeavor to reach an 
adjuetsent in line with the provisions of this 
azreement. 

(b) If no mutuaily satisfactory adjustment 
of the erilevance Le thus consummated, the Cusle 
nees Agent of the Laundry and Dry Cleanera Union 
may then take the crievance up With tne wanager 
of the plent and endeavor bai reach an aaj f‘ustnent 
of the erilevance, 

AS a general principle, Arievencea siduld be settled 

a 2 

as near thelr point of origin as posaible.® Thus the 
trievance plan which employs tne Tewest possible steps, 
giving due consideration te complexities of management 
organization, is most likely to gucceed in furthering 
good inéustrial relations. Within limitations, stemming 
from the size of the enterprise, the twoeatep crievence 
procecure has inherent advantages of gimplicity ane of 


direct contact betwoen the parties at Lasus. 
Three-Step Grievance Procedure 


The threeeasatep srlevance procedure répresenta an 
extension of the twoestep system in that it provides for 
two appeal levels above the stage of filling an initial 


complaint by an emplovee, or his union representative, with 
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uge in an enter rise In witch thers ere more echélona of 
sipervigioy Lban those wentloned under toe simple “woestep 
PrOc@CuUure . 

Provisions aa to the pers e-: Wo will represent manezse~ 
ment and the union at tme three levels of seetion diifer 
widely in collective barmsining contracts which contain 
the three-step grievance procedure clause. In meneral, 
nowever, negotiations would llkely lavolve the following 
individuals: 

(a) Firat Stepe-The acyrieved employes, or his union 
atewerd and the forewa.: or supervisor concerned, 

(ob) Second Step--llefbrerentative of the union sbove 
the shop steward ponition and & re; resentative of manage= 
mont generally e@ departmental head or personnel officer. 

(c¢) Third Step--An individual or committes represent- 
ing the local, national, or internaticnal union ond an 
individual or committee representing top management of the 
COMP UEROY « 

A Varlation in the usual relationship of thease partici@ 
pating in the trirdeatep nezotiations Le found in a contract 
vetween the Seattle Waster Suiliders Aseociation and the 


S@attlie Sullding Trades Counctleea LL in whieh a joint 


adjuatment board, censletins of both union end manepenment 
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avents, 18 empowered to render & flng@l amc binding dectedion 
on any matter at segue .tY Aggumings that the board is 
atefied with compete:t sen sincerely interested in the 
promotion of jood relations between management and lebor 
groups, this procedure would nave the advantage of foster~- 
ins a more unified outlook and furthering the likellhood 
of arriving at e mutually satisfsctory decision with leas 
haggling and less prolonged discussion end negotiation. 

Another interestinzg departure from orthodox procedures 
under the three-step plan is found in the coliective bar- 
eaining contract between tne Wallpaper [nsatitute and the 
United Wallpaper Craftsmen and Workers--AFi. This contract 
empowers a Shop Committee representing the Union to operate 
at the second step as a screening device anc to rule out 
any grievance complaints which it considers hjustifienie,*4 
from a union point of view, euch an arrancement facilitates 
union control. From the employee potnt of view, it limite 
hls channels of redress. From a company boint of view, it 
would tend to reduce unfustified complaints although, at 
the same time, it would have the very undesireble effect 
of suppreasing situations which could continue to be fool 


of grievance infections and affect worker morale and pro- 


Guction in an adverse manner. 
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An arvun  ement dlametricall, opposed to the shop 

committes screening procedure explained above, is to he 
found in a contract between the Teras Company aud the cil 
Workers International vUnioneeC_.UGU wherein, aa & second-step 
procedure, the azsrieved employes has the option of pre- 
senting hia complaint through the representatives of the 
Union or individually through tne representatives of any 


o 
other organization or group of employeea.?” 


Pour-or-Lore-Step Grievencs yrocedure 


The four-step method is the usual a,proach to handling 
grievances found in most collective bargaining contracts .~” 
The larger the commercial or industrial enterprise, with 
a finer breakdown of responsibility between supervisory 
leveis, the more necessary is it to arrange the grisvance 
machinery to Yollow a similar pattern of organizaticn. 
Invariably, the fourestep procedure is characterized by a 
greater formality of proceedings and by more dependence 
on a Getailed written account. Additional steps may be 
edded as circumstances in a particular industry or business 
dictate. 


Aé in the less complex plana, there is in centracts 


which contain the fourestep procedure a wide variation in 
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teweinolos, as tu the W.visbals, WOUM unlon ane Wanagoe 
ment, involved eb tie Several sim ts. veneralizging, 
however, the sitplest wepe@ oe. eae lourestep procedure 
would involve the Lolliowine indivicumlia at the etaces 
indicated s 

(a) rirst Step - The aes crievec employee, or tis 
Union aeteward, and the foreman or supervisor direetiy in 
charge. 

(b) Seeond Step =~ The argrieved emoloyee and & Member, 
or meabers, of the union's shop committee, and the cepart- 
ment superintendent. 

(c) Third Step - The sop committee of tie union and 
the works maneser, 

(d) Fourth Step - The silo, committee of the union, 
with rebresentatives of the nationel or internationel, and 
representatives of to, Mansyement of the companys 

A raview of fourestep grievance procedurés clauses 
found in collective bergaining contracts reveals appreclable 
aifferences as to operating deteiis. Lome cuntracts, such 
as that between Bell Aircraft Corporation and the United 
Automotive Workers--CiG, exelude the agyrieved enployeo 
from personal participation in tie later steps of the 


grievance hearinga anc provide for exclusive Union presen= 





4, ., ' . 
i HOWDING, Gp. Cites P. LOS, 


«_ 


“pren Ow Ge @&e ssf | Aw 2. oy of —_ 
samteiionen— ~ “res sie «oe 66 me oem, (oe 
A re et rt Gi ee 


CORRS 8h Se etlemieies etter) AY ehhc mr Abe 
—y @ 2 ~ s . - 1 Se abhi 
~~ SN Gee Aare ee ee rryem ia) 
we Clea eT oe ee ee be eee 

ag — « | 
Fee RCL omer im) 
sae 0 eee 
© ene gees « Lge Sle ow 
SAO, © elles sar OR ger aren ie 






















OBEITG LY wiles sory ml eee Mer pee rent memes 


— 4 
Oe oe onthe age procul 








o9 
tetion of tike Gziloveo 'a ogads?” some advantase@k and dine 
aivanta,es resulting froe tils @, proach can 06 visuailzed. 
‘roen the standyolnt of the Union and tue Compahy, it would 
robatly mare for more iammonlous and objective appraisal 
of the peoblem aince the immediate participants, who are 
most likely to be somewhat esotluonally aroused about the 
matter, are not present st the scene of disscuasion. iLike~ 
wise, those provlems wnaich reach the final stagea of 
wrlLevence action sre most likely to involve basic Conpany 
and Union policy and questions of mutual relations in 
which individual employees and lesser Union representatives 
shoulda not be involved. on the other hand, a resort to 
what might be termed "star chamber” seasions between 
higher Union and Management offiectals on questions of 
individual grievances may w61l provoke digloyalty on the 
part of the Union member on the basis that nia grievance 
is being used for "logrolling® purposes ,*° 

& novel application of the fourestep grievance pro- 
cédure to a seagoing situetion is found in the contract 
between the harine Department of Stendard O11 of Yew Jersey 
and the Esso Tankermen's Assoclation--Independoent. Ags 


mijsht be expected, the grievance clause is designed par- 


ticulerly to meet the needs of the working situation afloat. 
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lf she orlevanca is not r@Ltaed in tee virst Lo SLATGs, 
tow yeobler ts held in eve@yancs until tee ship rasebes 
ite pom® port. in the mBantime, Une G@eyrieved employes 
im obligated to person ansivmed Gutles witout {us oO. 
The seyvence of the ,rlevance proceture in tuie situstion 
Follows: 

(a) Firat Sten = ayyprieved employes, With wssochattion 
representative, presents grievanee to heed of department 
mboard atin. 

(bh) Second Step * Ageri@ved e¢pployee, wits Aesociation 
repcesenbative, presents grievence fo Shista Paster. 

(e) Third htep = Aspocietion representative and 
Operating Uaneger of Marine Peapartment of the Ceompenys 

(4) Pourth Step ~ Goard of Governors of Aesoeletion 
and Vanager of the Yarine Department for the Conpertye”” 

Another variant in the use of the Pourestep prisvance 
procedure ig noted in the contract between the 7%. 7. “elne 
Company and the Cannin: enc Pickle Workers--APL. It 
involves substitution of an Employer Urievence Comal tee 
and a Unton Factory Grievances Committes in the aecond and 


: . 18 
thirg steps in lieu of individual negotiations. Thile 
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Function of shop Gbtewerd om Uiion sepresentalive 

Buccessfui aggliicetion of the erievence precedurse 
stated in tre collective Sar aining contract and the 
initiel tranmeletion of ibs celd iégal provisions to a work 
situation, charged, perha.s, with aroused @motionag, is 
dependent largely on the aviil, understanding, and ability 
of the Union representative at ahep lovel, The individual 
serving in this position is senvralily referred to es the 
Shop Steward or Shop Committeeman.,. in some respects, the 
steward's responsibilities sre greater tuen that of the 
TOrergn » 

7ie® importance of the position in the furtherance of 
gced working relations warrants a considerstion of the 
Gutiles of the steward and the manner of selecting the 
individual. 

Handling grievances for employees and represent ing 
@mpleyesa at company héarinvya la the orime function of the 


ahop ateward .~" In thie capacity he isa called upon to 
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@xercisa¢ aw aAlLeet, ST Jineretian an Ssecidingg wien to pro~ 
Secute s cvlevance Vigurvusl, throug. tie presertved 


procedure e:d When to cigsuade tha a »srieved employee from 


34 * & ? Diag 
further actlon.”“* in this connection, the United Steel 


Forkers of Amertea nas this to say to ives stewards: 


Jet both aidese to ever; grievance. Don't 
make a Linel decision or public declaration 
until you Know both gides of the grievance. 


Refuse to handie unjustified Arievances, 
YRere are two kings of unjustified grievencea. 
Sipat, the grievance that is not covered Ly the 
contract. Usually srievences not covered by the 
contreét snouléd be corrected, but you cannot co 
anything about it unless your contract covers 
it. Secondly, there is tne  ~rievance that ia 
not supported by facts. Ascertein wil the facts 
concerning every crievence submitted to you by 
your fellow employoes. if the grievance is not 
supported by feetsa, be BIG tHOUGH to say eo 
frankly. If a member of the union isa not setise 
fied with your deciston, be can a&iways teke 1t 


ie 
#93 
up at the unlon meeting.”© 


Contracts commonly specify the number of stewards 
reluired for ita administration as well as the manner of 
their selection whether by appointment or election. The 
latter 16 & Common method in organized shops. Une steward 
for each Gepartwent or one for overy fifty employees is a 


somewhat common requirement of collective bargalning 
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6 , ; 1 a a, = t ; Pe x é ey ge is * 
Gackt. @statlianment elects a “cumpel” chairmen. rn the 


' may represent a whole 


apnent trades a “rghop tat rman 
floor. anys of fron @el ht to twenty iongensréeméen choose 
sane "stewards." in the automoblle industry, there is 
one "shop steward” for every thirty to fifty workers, 

Steel and rubber workers @tither deputlse sho; stewerds or 
eléct from one to three orievance commlitseemen to repre+ 
sent entire departments of many hunéredse of workers. 
Comatruetion workers often pave stewards to help buslnéess 
eeente. The "pit comelttee,” usually three men, is the 
beagic repregentative unit of the coal minera.”* 

.8afurtrer recovnition of the importance of stewards 
in operation of an effictent system of administering 
grievance action, contracts now commonly provide a spectal 
protective clause which grants highest seniority in their 
respective departmenta to union atewards, comnlbteomen, or 
officlals., The purpose of this provision is to aveid the 
possibility of disintegration of the grievenee machinery 
a@ a result of layoffs. in an old welleeatablished union 
in the crafts, this device is probably not particularly 
important since the emplovea selected for the eteward 


asgignment ia, in moat cases, a veteran employes with 
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preduction tndustries.”” 

Another isportant duty wiich devolves uytn the steward 
ig the réporting of any violations of terme of tne contract, 
if he considers Lt secessary after observation and detec~- 
tion. In the vernacular, this function is often referred 

ti e ra ned : “ 
to e@ “policing the contract. J6re again is rere 
Oppertunity for Dullcing and cementing good tndusterial 
rélations vy the disereet une of authority, Conversely, 
the inept snoop steward can canuge a deterioration of rood 


will and understanding between the union and management. 


Funetion of the Shop Comatt tee 

Many collective bargaining cuntraectis provide thet 
Bho,» committees be createc to represent the ,eneral 
oe £2 A i 2 7 ry 
interestr af tne employe6és in Erievance matters. 2118 
manner end @xlent to Which tho work of the shop committee 
Gain be integrated ints the preseribed crievance procedure 
is worthy of aome conelderation. 


+ 


Under some contracts the sho, committee aupplanta the 
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£06, sb¥wert wnG Cunat lowe if une very iitst Stage of & 
rleyucce Gowplaint. This agervaniewent la tggiliea by the 
cumiLvect between the Vasil ine ton Times +@raia aud tue 
is8uiuntbon Newgpayer Jullid--=. ae" This procedure guifera, 
aL times, Drom ite greeter formality. Preravenl ciscusseion 
between the two parties immediately at Lague Gous aot 
occur. In the meantime, cending, she convening of th 
commilites, a further deterioration may vecur in the gitue 
ation affected by tbe complaint. Utmer contracts eliminate 
this adisadventage oY vringing, tae shop aumeibtee into the 
eeene only in the secund or later steps of the proceedure, 
thugs permitsbing free clacussion hetween the aperieved 
employee and tne shop stewerc on tie one nord, end the 
foremen om the other, a& the itreat step. It is of interest 
fo observe that, accordine to one authority: “In some 
industries ag high as 85 per cent of all srievences are 
eattiled at this (meaning the firet) StH) Osseo There 
ig @ great advantage in proserving an informal atmosphere 
Gearing the first step of tre procedure. 
The shop committee can function in a variety ef other 
-_ a9 
wars, eS provicec unuer verious contracts, by requiring 


a@ review of penelties end dismiesals, by eoxarciaing a 
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(é@sree of appellate wetlhersty in veview)suy lower lever 
rlevanee acliogs, and By particiyveatinue bu joint, muiti- 
plant committee work Where tne #126 of tue Gisiness enter- 

oriee warrants such inbereglants collaboration. 

‘ho number of wembers on tie sho, Gommittes is usually 
specified in the contract and may renge from ive to 
eteht + The method of sé¢lection of committeemen is 
usually by election. certsin sbancards such @8 citizen- 
@anip, the ability to speak “nglleh, and a specified 
period of employment with toe company are ocorxsLlonally 
Gemarnded « 

wide Givergence of practice is noted in contrset 
clauses pertaining to the corduct of the shop committee's 
buginesa eg to whether it is to bé condusted on or off 
company tine. ume contracts provides ror meetinza at 
regular intervels; other committees meet only on Gail, 
Certeals contracts provice four committeemon to be paid by 
the unions more common is the proviso that the company 
pay t hem .?2 The relative bargaining 6trengti of the 
perties at the time contrsct negotiations are under way 


gonerally cdotermings auch questions. 


Use of Employer-Union Paraliel Committee System 
Some contracta establish separate employer committees 





leopbins, Op. Oltes, pp» 277-278 
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od dd 
be Popresent Lue nue reels Of Management througheubl euch 
gtiawe of Lhe j ,clevence pruc@fonue. Aha on the site of 
(us union a phrallel syete. of cmt teea Ls created to 
present the em, loyee's e&6e,-© use of dirrserent cummittees 
representiay wmicn ed #anaxewent at @ach of three or Pour 


r 


stagos of wrievence action can olive priae to procedural 
gueaetions of such complemity ae would outshedew the orige 


inal grievence cumpiainti fb might not ve unlair to 


Suspect that such a multiple cumelttee system. Would 
probably have the regultl of preventing, the soiution of 


rievaneé protléms ratiwr thm. feclilteting taels solution. 


& 


time Schedule for Vandling crievances 

Ultimately, any grievance procedure depends for its 
success on , coed will, together with an appreciation by 
each side of the other perty's polnt of view, and 4 
mutuelity and eingleness of purpose in striving for an 
ayuiteable aolution. Ho better evidence of this a@pirit 
can pe found than in the prompt consideration of  orievance 
complaints at ol] lévealsg of reaponeibility. The Department 
of Lavor has thia to aay: 

Nothing Ls more important about grievance 
settlement than prompthease Orievanes proceed 


ings thet re cul usueliy give ris® to a susBsician 
of stalling. n Such a cese®, even a Lavorable 
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fo estaerileat: cesglrauvle time scheduie standarde in 
@ajusting /rievances, most scuoilective vargaining contracts 
specify With greater ov ises precision tne mutbeel oblecte 
ives of the parties tno tuis resyeot., une @xtLrame can be 
Sllustrated by the auntreact Setween the Gendix fviation 
Corporation and the Unlied Sutomobile Forkers-«80'O which 
looge@¢ly atates: "There s.ell be no unnecessary d6éla, on 
the part of Compeny or Union representatives in sattling 
grievances "°° Gther contracts are precise to the extent 
that grlevance complainta guest be registered by the 
a crileved party within a syecifled time after the cause 
of crilevanes arises. han, contracts provide ao time Limit 
for consideration of grievances at each etep, «sn for 
example, a fiveedey limitation unaer which the esrrieved, 
or his union representative, has a rizht to proceed to the 
next appeal level if no @ecitsion is forthcomin’: within the 
five-day period at the loner level,’ Provisions of the 
latter type would appeer to have definite merit as a brake 
on the tendency which right exiat on the part of some 


upervigors to adopt atelling tuctiscs in the vain hope 
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The contract provislona Cige€vec@i ¢ariier tg this 
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onanter s@% ferth bie mutual responhatbhiiities oo: both 
perties in a  #ettivoe fey.  cevsde occes.ocnalily are found 
in typleel conuracts Wiiec>. sre deal nod to  ~retect the 
@uploves avd in thie werec ere neituer aegative nor ree 
sirictive in their purgpoos. They of deasigued €% affirm 
positively an impliec rigst of @n ceployes to present his 
OWn grievance as an individveal ve to provtent diserimination 
by en @mployer against the employes Tor so doing. Tyypleal 
of the former ls the contract between the houston Pipe 
Line Company ami the 711 Sorkers International Unlon=-CTO 
Which states: 

Nothing eontaimed in this agreement stmll 

limit or impair tee rigst of any individual, or 

group of employeee, of the Company to present 

(rlevences to tue Compaay al any time.” 

The anti-cleeriminatory claus@, desipned to Vrotect 
ex ploveesg who elect to seek redress of their complalnte 
through the medilum of te erilevance procedure, is typified 
by the following excerpt from the cantraet between the 


Coleman Lemp and Stove Company and the Coleman imployees 











a7. 
Rodovina, Oye Gite, De 256 « 


“e 

el cel ee © i ee eet eee em cary 

«340641 dette « eee 

ermal) isin 

oh a Se bev 4! ve Pewvenes tl 
by 


7 ‘ euwtil ~ 


~—" 


~— ee << -me 






‘er - ——_ 
* 
~ @2?— 


—s BOI Te 4 hemn. Lom 
epee rie 


$4) Pmiot He » 


ae rata 
= 2 -- 


a = yy Pe pes: all wie ea | 
- a tS -we | + 


ppeenaignl te oe —- ars 








or 


~Ouerat’ onelNae penuent 3 


Mie Compeng #¢ reese toeal btuere #162 gq 20 


’ 

whe 
Gtscriminatioun @eebabe Gr @Plti¢is@ ol Say 
euployGe because vi any CPlLevence brought eLtmer 
$c Lhe Danagement oo Bs tre orlevance)s Committea, 
nor for any testimony or GViGence Ereseanted ny 
any ain loyee Ln any Plevance comelites weer lau 
or conference wlth ®anagement relative tuareto,; 
Sc lene e& suck Spd Cemmigh aot! as LeuLimony ts made 
in go e fal thesw,”” 
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An unusual clause of thé protect 


pee 


v6 type forms & part 
of tre h. J. Heint Cumpearny cuntrhet with the Omaning, and 
Plekle Yorkers--arL. Wits respect te protect tm, @eeployees 
Whe set the prilevanee weehinuer, ln metion, 4. ateates: 


Fothing herein shall be conmetrned 48 altere 


ing or in any way cloilniehing the eateoilehed 
».. 


polley of the Lmploys: Y Wolel: permite any @enpLoyes 
to oonsuil OF Gourer With te virestors of Fie 


Gonglus Lons 


re salient points gleamed Crom 4 review of current 


g 


Layanee procedure clausen sS founn in collective bargain- 


tee 


img contracts are: 

(1) The grievance procedure should be 28 simple aa 
possible saved involve & miniwanm numuer of apperi levels 
consistent with the supervisory structura of bot’. manage~ 


ment ard union. 
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ri even legen je mot Wering « lone 


betele in pPresentin:, & rievamwem under tie typicel collee- 


i 
tive Garpgaining contract. % me yery suteet, the srliev- 
igo Compia@int is given toe abtenclun of tae inion 
revresentaties, and if cuusider ¢ cuglifled, is assumed 
oy the inion aa @ Gnlon regoonsibilite im aseciny a Pair 


sett lerent,. 


(3) sho: caoswittees and emplover committees acting in 


ct 


y of viewpolat resulte 


ca 


aid 


Lvers 


Cds 


ooneert have an uivantage iu 


Bighpating wenmbera; 


pr 
@ 


ing frou the greater number of pa 
bowever when the exp loyer or shov auporintendent deals 
with the union representative, preempt attion may be more 
likely to oceur. 

(4) A rigid time echedule for transferring unresolved 
Srievance complainta to the next higher levol ia important. 
he provision that the egerieved amplovea may grocesd to 
the next higher level of atpea?i, if action 18 not forth- 
comin at a lower level within a specified time, is 
Significant. 

(5) A grievance snould be settled sa nesr the boint 


of its ocecurrene® ag possible, 
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fhuse tery, the existlie 
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rievaence procedure in the Kevy 
Department sud sumé operating methods ror adjusting erilev- 
ances in tie inaugstrial anc commercial world es expreased 
in collective bargaining contracts heave been considered. 
The procedures Whic.: Lhe Javy Lepartrent Yollow have been 
Geveloped within the legal framework prescribed for the 
various departments of the fovernument and ara circoumseri bed 
by a multitude of legislative enactments, Civil Service 
roles and regulations, as woll es Executive Orders of the 
ireaicent. By contrast, the methods of commerce and 
induatry for adjusting grievances are lesg flevored with 
formality and serve to reflect the relative barzaining 
stren th of menssement ard unions at e fiven time. Phe 
question occurs to the observer ag to whether it ile possible, 
or practical, in a governmental agency to adopt volician 
end procedures more akin to industrial practices ard of 
greater régponsiveness to the legitimate needs and denires 
of the employees. In pursuing tnis specuiation, it is 
pertinent to consider Sriefly the right of Federal employees 
to organize in thelr own behalf. Anc as an extension of 
his right, Lt i8 in point to analyze a typical instance of 
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ylevance grov@dures, 200 Tennessee Yelliey suinority will 
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DO used ior purposes of tilustrativun to indicate the manwer 


in woich a wovernments! eeéncy has, threaugh the medium of 


collective bargaining, sdopted methoda of adluating employee 
erlevances which ave similar in many respecta to those of 


private industry. 


Unionism and employee “iroup Dealing” in the sublic Service 
UnLonigation activities emong public employeea in 

She United States had tts beginnings in the 1000's with 

errorts at organisetion centered on postal workers, police- 

mO@n, and teachers. Thies movement came aa an aftermath of 

the Spoils System wiieh prevelled prior tc the paasace of 

tie reandleton Act in 1665, the root of the present Civij 

ferviee aystem. Organisation of skilied and semi-skilled 

workers awone the public awsloyees followed alons with 

the conerel labor movement in the United States of the 

late ninetognth end early twentieth cénturiles, Phe flrat 

union of Federal @mployecs ewerged in the postal service. 

Ther wee no congreasional recognition of the trend toward 


unionization aeong Federal erplovyeea until 1912 when the 








lorrtee of Industrial ielations, Clreular Letter, 6 Apr 
Lone, subject: keletioushipe with Organized Labor, p». 12. 
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Inypa-=9 POLIStTe Jot Wee HReNe, toils legielatiun, 
Lhe cle et OT @eployees Mm tre -edetur civis service to 
™y 


icrm ormuntzelLtione wae Pormelly ceca niced. 

Yith the exeeption of Postal workers, gkiiled, and 
sonie-skililed worbersa, to ore wae Lirtlis tendency on the 
part of othér governmert employees tu omgenize until the 
vy@arsa LY¥10-1917, wien living coats ekprocketed with the 
first World Var. The dieseatisfaectilon Among goverment 
employees with low salary statdards of the period gave 
rise to the first Lmpoertant or, aniseation among such 
employées with the formation o: tu® Vational Pederation 
of Federal bmployees in 1vl7s CLince ihet time the for 
tunea of Federal employee unlona Lave followet the general 
pattern of the labor movement over tne past tilrty yeare 
in the United Stetes with a perlod of seneral deeline in 
the 1920's and early 1930's, followed by a vigorous re- 
aurgence in the middle 1930's and 1040's, 

Among the oatabllahed sovernmentel departments, such 
as the Navy, employee unions ere recognized as a medium 
for group dealing.” by the term "group desling" is implied 
tie process whereby exployees submit recormmendetions or 


guesestiens. Gueh matters are then révlawed by management 
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“Leonerd D. White, introduction to the Study of rublic 
“{niatration, pe 455. 





Sorh, Circular Letter of G April 1950, pe 15. 


av 
PRPITOTOINSE ONE WR Chee Ce ee wre) om adem 

OF Gisyees (PVEW levetey «4h Se eowwelee im Annie ee 

; Sagres ety ci ariel cer mm idesds me ose) 

et ee eo ee 

li ember 8 eo Ee pT WAL) Cnt ite 

Te EL e@ Seba 2t teens Jeeeree Germ Se ree) 

ee a ee 

te? ae eettenielteete = cuee bhowe peut 

FEE OTA ANT We Ode Ceiiee eel aie eomoigee 

RL ae » sent) oe a wade 

71 Leman Si Se aA A Wh oot 

SHE wi polecoey seme) Ate ae 










aifles De 20) abt aude IBN oe nama 
ll sig al Tis pe gat ends 





reo 
J 


1 ‘us, ee Oe ime * ; é. » bee ine .« £@@iwe3t.-@ I wo 2% 
“AN eGiealW. “hOtered Wit yih ite GGeti aiéstraetiv® BGiscretion 
,. » ¢ ? P “> a» i , at . & .. ke? - . ? n= — 
we t if SeSGhN “<* ae oaL Ee P34 i & .T CG Maicar meee 140 T I u facts ° 
yy eo - y eee bj : "t . ‘ % tua e ate > wall 
ContPrestwa wath tm rooy GQesiimeg® sokeeyo vi tne 


@etabllehac covervnwental ceopertwente is the Beolloctive 


% 


bargaining” yprocedur@ EsC labor contract meted of the 
MY GAS Ve i ie aygt map 2% 7 Tiis ‘eo Dem, sy 
. &! Mmeesee v &i we be ty 5 @& a AS 3 + + &e to 12 : LLG » ae * @aee2on 


% 


of ita oPhorasavwe sort 
e 


> 


ture enc freedom by legislative 
action from the departmental pattern, adopted unique 
metiods of personnel acwinistratiun as ia reflected in 
16a grlevance sadjustwent procesa. AGS a metter of polley 
the Tennesses Valley Adthority encoureges unionization, 
Meintaing end promotes toe méana ol negotiation with 
ewplcyeés anc readily enters into written Labor contracts 
4 


with repraserntetive enpleyeo untlonss one writer hes 


cuearacterized the )#rsonnel proxrag. of the Tecnessee 


t1 


YGlley Authority as “dynamic ." 


ihe orlevance lrocecure of the Tennessee Valley Authority 
iavim been eatablished as "a corporation clothed 

with the power of covernment vut posseased of the flex- 

LuLlity and initiative of a private enterprise,"® it is 


to ve expected that in problems of personnel administration 





frnite, Ope Cites Pe 457. 
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“Ce Herman Pritehett, Phe Tennessee Valley suthority, 
& Study in Public Administration, p. @. 


Sneventy-third Congress, First Seesion, 1985, Mouse 
Locunent 15, 
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Dae fT. A hes followed vsetl; ditferent procedures from 
those of thre several departaents, bureaus, and offices 
of the government. The Tennéssee Valley Authority's 
MOlicy and proece@guresg on the ad‘uatment of omplosyes 
grievances bGcar close reseumbiunce to those of srogressive 
industrial entériurisea, 
A similarity exists between time lhavy's procedure and 

the [Tennessee Yalley Autiuority's method of aélusting 


hod 


grievances only turougi the first aid aecond steps. 
Beginning with the third stage, the Tennessee Valley 
Awthority method follows an industriel pattern, tneluding 
the wae of arbitratior. & deteiléd consicaration of the 
rennesste Valley Authority's procedure follows. 

the Tennessee Veliey Authorttiy's Definition of an 
Lapioyee Grievance ~ Labor dis;utes apring from two 
sources, The first may be considered as arising from 
aifferences of outlook between suployees and ranagenent 
on matters of policy concerning pay, hours of work, and 
working rules and conditions. wUiffLeulties such as these 
are pesolved through clrect negotiations between the manage- 
ment of Tennessee Valley Authority and the 6wploree unions 
concerned. The resulting azreements are expressed in the 
written labor contract end the provisions thereof can be 
changed only as a result of further contract nesotlation. 


Thus it is that labor contracts of this nature oliminate 


a large ar@a of porsiblie contention between employees and 
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Mertevance® une@er tie TPoamesege va ley Autmority 26f init Some 
Am@ '% Se for thig type oF erlévence thet tht Tetaerecec 
Vallevy Authority grievance a@fuetment procedure sse Ywen 

rt 


develops. 


The Tennessee Vell@r Autheorites outlook on union perti- 


at me 





Gigation in prievanec® pracedures, - The Ternesges Valley 
Auteority polliey of encouraging ewpleree unions ff nde 
expression in ite stetet crlevance procedure. In addition 


Lcd 


to acknowledsine thet union senhers would normally request 
their umion representsiive to hendie crtevance mwetiocna for 
them, the Tonnessss Yaller authority proceeds a sten 
farther and edvises tte sipervisers to augeest to esployees 
Wee Wien to file a ¢rievence to Qusa the matter Gith 

the union Peprewentative and reyguest the union represents~ 
tive to pamtictpata in the Nearing. Moreovery in the 

event that the employee does not Dring Ais union repre» 


sentative into the erievance action voluntertiy, it ia 


considered by the Tennessee Yalley Authority to %e in order 
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ba nQ@bily Une union rapresentetive of 


invite wim ie partictpesse ita the dise 


LAmMe, a anmolowee may 


~ “2 ae , = os — yr 2 ta” 3 
@lect bo hand1® the yrlevanes Je ceommelly of to specify 


am individual other than “is union e@@ent te r®oresent hime 


However, the stated 


Autrority is thet 
LV@a perticipate 
ag begie policles 


arrived at in ihe 


ox clearance *ith 


person other ti an 


in hendling the or 


considered only as a personel represen CRG LVG. 


vrelermenege of the Tennessee Valley 

it is desitrable to heve union repregenta- 
in tie hendling of erievencts inaamuch 
ang ré-.iet¢lans poverning @mployets at 
Sivst ingtance @@ gm result of nepotlations 
the unions.” Tf an employee selects a 
his unisn representative to ssasist rin 
levanes, thut verticular individwal is 


in thie 


cane, the collective infiwence of the ewyployees! union is 


net brought to bear during tne sdjumtment process, Andy 


contrary to the 


emgloyer 


conventiscnel outlook of the severnmental 


the absence of union pertlioipation its considered 


Gisadvantage@eous by the Tenneasee Valley Authority. 


vrocedural Details for Adjustcent of Grisvances. 


THO Firat Stop - The Tennessee Valley Authority grievance 


proceduré ig @imiiar in ite first stage to ather grievance 


bleans senerally ueed in induaetry, commerce, anc sovermuental 
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by Yar the maerit, “gslaunderstandinas and 
Jwhevenceées are wot e@eriled “beyors Lin ol e®eusaton 
with the enployee'a tame Ghkta sipecviecr., iivyéen 
Lf not satlaelecberliy ek&pleined wr aaguatet, a 
arievarce mar 06 dpvupued. it 1@, Lherefors, tx 
oe8@d Lay ly important te bie lennesese Velley 
Authority thet prievances ve handled carefully 
at thet point wan tfet everrs efrert Ge made to 
reach @n adjustment @)iet. ia 2 mutually satisifae- 
tory and in Sompllence sit}. Tehnes@ee Valley 
s@athority poliei@®sa. lt is ahaanien ea tlt 
Srievances can be syu@lcied, wot bhie 16 Ot 
helpful. EvaryOne, Sep@cluiiy s@ineas@e Yelles 
IxvbMority, lodges °m thet procesgs....2 


am conducting the first atage Glecuseion With tne aggrieved 
employee, or his representative, the imediate supervisor 
way arrange fcr participation of secIma iine, of Gven 
higher level aupervisors, ii he so desires .t~ 

she Jeconé Lisp - in the event tnét a satisfactory adjust- 
ment of the srlevence Coes ot réemalt trom the ilrst-step 
Giscussion between the @explesee und the iomediate aupere 


Visor, an appeal may Le submitted to the direetar of the 


Yennegsee Vailéw authority division by Whicn the seyrleved 


Seer arisen 
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oO 
inuividual is e@filoyed. This second atey in the  rlevance 
srocedure of the Tennessee Valley Sutrority isa at @ con- 
oarable level of authority with. the third step of the 
Vavy's grievance procedure which involves the coreanding 
officer of the esetivity. Unlike the Navy's procedure, 
howaver, there is no review by a board of Pellow employees 
acting in an advisory capacity. The Vennessee Valley 
Authority's second step in the grievence procedure may be 
conducted on the besis of a hearing before the director 
of the division or by a review of the record of the case 
Gé@ypending on the wishes of the employee or his representa= 
tive or the divisional direetor. A time limitation of 
three weeks after receint of the reguest for review or 
completion of the hearing is established within whieh time 
the director of the division must render a decision on 
the grievance. Further righta of appeal may be exercised 
by the employee if made within two weeks of the date of 
decision by the director of the division. If no appeal 
igs made within the time limit the cage is considered closed. 
The Third Step ~ If the decision of the divisional director 
ig not acceptable to the employee, a further appeal may be 
gubmitted to the Director of Personnel of the Tennessee 
Valles Authority. WNormally,the Girector of fers onnel 
makes his décigion on the basis of the record as compiled 
from the preceding two stages. However, it is within his 


authority under the prescribed procedures ts conduct 
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1 
su,p,lementary hearings or tu reyueost additonal information 
on an individuel basis from any of the parties involved 
in the digpute. If the letter 148 Gone, the regulations 
provide that all parties concerned be furnished coples ef 
tne additional infomation and that tuey ce ;frmitted to 
submit guch comment as mey ve desired in connection there-~- 
with. The Director of ferszommel in re.,ulred to resch a 
gecision on the a@ppéal within three weeks following the 
Gate on which he criginally receivod the complete record 
of the case. 

The third step appeal to the Lirector of Pergonnel 
of Tennessee Valley Authority constitutes the final stage 
in which the vrievance can be settled in an administra- 
tive manner and may be considered ag analogous to the fourth 
step of the Navy's system involving the Secretary of the 
Navy. However, under the Tennessee Yelley Authority 
system there is a further avenue of redresa of employee 
eriovaencés if all previous efforts of an administrative 
meture neve proved fruitless. Thies involves joint con- 
feronces between the Union and the Director of reraounel 
and the operation of the Jgolnt Board of Adjustment. The 
latter consiata of representatives of Tennessee Velley 
Authority management and the employee's union. uch @ 
method constitutes a» unigue departure from conventionel 
practice in the adjustment of employee grisvances in 


governmental agencies and isa worthy of a somewhat detailed 
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purvoee of further review ur bdiubiment of dispuber witie 


gate 


esting in jolxt conferendc#, Cumplets pecopnition of the 


union as the ageuey re,wesantin, tuo fhol#® Lriereste of 
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the employes ia exvencied by Cennéstee Valle, \cthorltr 


management 4t thie atege. THe constitutes » vEique anie 
look on an @mployee unior Ur the goverrmcontal Qeeney &er 
maotine 28 &i: @aployer, 

Ae@sgwaing that tom vlesbut® @tbili resiste rettlement 
artcer the [GOint cenferenve Shusée, the fenretsee eller 
sabporlty ertevence prucedure fellows @ atill sere unweueal 
Q@eperture From conventional procedures adeoted by pC ofern= 

melitel agencles. Ly petltiion. of @elties ypertly ths disputes 


may then be prefented t. a Joint Woaed of AdTustmanuts This 


Jolat Board of AGiust@ent is cohpoBed of four Genmrers, 








lirennessee Valley Autberity, Lnterdivisional Instruction 
on Grieveme@a, Phe Sas 





Luolu@am, CLO represbenteci tet wlth, siternates ueslenated 
by the femessee Valle, Jmades ana wabor Counell and two 
Menbers with alternates sulected or Vennessee Valley 


&ublority mane cesnent. ewvergii- on tue Joint Moard of 
Adjustment is limited to one year. A procedural restrice 
tion prevents « board mer.ter from functioning in «m pare 
ticuler grievance aypeal if that particular member was a 
participant in any of the precedini: efforts at administra= 
tive settlement of the cage. In this event, the alternate 
member acte on the Joint Board of Adjustment. In the 
conduct of ite proceedinvs, tho board aelects a cheilrman 
and secretary from its owt. memberahip of four persona, At 


any given tlee, the two orfices cannot both be held vy 


% 


reproesentativos of the wniiun or of manewement. In other 
Words, when the clected Ghéirman happens to be & repre- 
gentative of the unlon, the secretaer, muat be elected 

from Tennessoec Valley Authority nanoegoment's reprosentatives, 
and vice versa. The @ieéctive offices are neld for one year 
and must altornate between union and Tennessee Valley 
Authority representatives, The joard is empowered to 
formulate its own rules for the conduet of proceedings 

in hearing contested appeals and in the rendering of de- 
cigiona. in the settlement of any dispute brought defore 
the Joint board of Adjustrent, the Tennessee Valley Author- 
ity regulations provide thet @ majority vote of the four 


mombers willl govern. 
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Since POWr GBADbenM cometitute tne Jolnt Noera of 
Adjustment, with ite néewderahip eluslly divided vetween 
the Tennesese Valley Trades anc babor Council and lennessee 
Valley Authority manegement, Lt is apparent that ceade 
locked issues could result If the Loard eligned iteelf 
with two votes each on the oro and con aspects of a 
perticuler grievance, Under such clreumatances no major- 
ity vote could oceur. To moet this eventuality, the 
Tennessee Varley Authority crilevance procedure prescribes 
a final determination by arbitration, The deciaion of an 
impartial referee is roygueeted in the ovent that the Joint 


oard of adjuetment finds itselr unable to render a 


oy 


majority decieion on any crievence submitted to it within 
sixty days after completion of the hearinss., The referee 
is seiected oy the Joint board of Adjustment from a panel 
of five suitable persona deaignated by the board at its 
first meeting. An agreement oetween the union and the 
Tennessee Valley Authority management provides that the 
decision of the referee will be accepted «xs final by both 
partica. Lxpenees incidental to the arbitration phase are 
shared equally by the Tennessee Valley Tredes and Labor 


Council end the Tennessee Valley Author ity.?” 
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tions and Yroolexs 

From the procedural potnt of view thers is appreciable 
Similarity between the prievance adjustment methods of 
industry and the Nevy!le metiod of handling employee priev- 
ences as atated in "C!1 GO on Grievances and Complaints. 
This ie varticularly true itn the Garly stages of grievance 
procedures which involve first and second line supervision. 
In the lcter stazes of industry's methods of adjusting 
grievances there is 6n @ayhesis on multi-party negotiation. 
This ta followed, if necessary, by arbitration of differ- 
ences. in contrast, is the Navy's method of successive 
Bppeal through administrative levelg to the Under Secretary 
of the fiavy with advisory boards functioning at two pointe 
in the administrative chain, 

The procedural differances which €o exist betroen the 
methods of industry and the havy, particularly in the 
later stages of grievence adjustment, are lergely a reflec- 
tion of the dirference in power between the unorganised or 
loosely organized employee croup and the highly organised 
militant labor union. Ia the formor case, crime dependence 


must be placed on the spirit of fairness and objectivity 
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fu 
of tie adminietratora on @arnesti, aoa Inpaertielly strive 
ing for 6 ,ullable adiustments of employée , rievaences, In 
Che latter cause, targ&ining strength tends toward syuvality 
end solution of employee priovances mey conceivably réault 
in # test of power hetwwen the carties in the lebor cone 
tract. Sinee use of militant tactics, or the strike 
Woaron, by & government exnploves Ls consicered contrary 
to public volley and Le Porbicuen vy iawt it follows that 
prise dependence in the Javy, eltustion suet be placed on 
immrovement and perfection of admintatrative procetsges 
for the prompt and equiteble adiusetment of the  rlevaences 
wf civillan omployees. 

Another fector which limite tha application of ine 
Guatry'a mors Cclrect end streanlineda procedures to the 
Navy situation in adjusting employee grievances 16 the 
greater geograghie scove ard cccupationai variety of Navy 
employment s& compared with most inédvetries. industriel 
erievance procedures Lineorporated in collective bargeining 
contracts are genersily negotiated on & plent basie even 
for those corporations which operate on ea netional seope. 
soints of view by both parties are locsl. in contrest, 

he Navy overatles on a continent wide and extre-contineiibed 


basis. fersonnel policies of the Havy, intluding grievance 








ORE OLE EIS 
Lereiee of Industriel welatlomm, Cirenlar Letter of & 
April 1050, Kkelebtionships with Grgenized Labor, pe 1b. 
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chitonse encountered iv « Per Tiumpe otvemicetlivn, 4t the 
avo Lime préepervinf: mirorwity and conslatenme, in bie 
reéime:it acesrTeté 421 wmypicyers. 

& third element which temue te limit the appileebiilty 
of industry's metrocs of prievance adjustyvente ts the vavy 
Situation is the necesgity ior conformity with preseribed 
atearncwerds aGopted for the severe) cenertments of the 


federal goverment. Gn the otber Mend, it hea beer shown 
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in the cage of the Tennessee Valley sutnority tuet a 
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. 


govermmentel agency cun follow less traditiscnal met»ods 

im personnel edministration if it isa yermitted to do go 
by lesgisletive authority, Tae emphasis on union reeogni-~ 
tion and the adoption of arbitration procedures in the 
adjustment of  »rievances by the Ternesaeea Valley Autuority 
Wiieh 18 Similar to fPrivete incvusetry Woulé not be poesibie 
&t the presént time Within the departwentel framework of 


the federal government under which the Navy operated, 


Se Suggested impruvemente in che vavy's urlevance Adjust 


ment froeedure 





Consideration of the commonly encountered criticiens 
Of orilevance adjustment procedures of Pederel agencies in 
menera l and thet of the BRavy Department in particuler, 
ameinst the beekyround of current practice in industry 


Where applicable, leeds to certain reecormendationa wherein 
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either ¢tMe structure oF LG® O0rrenmt MeV; GYrievencea pro] 


cedure, or be ayplicet.lomy esereol, could bea improved: 


2. irovide for unrestricted representation of an 
agarievec empiopgee in the Tiret sud seaund stapes ef tie 
grievance procedure, Under “iil G0, the aucrleved euployee 
ie limited in eis selection of individealsa to represent 
him in the @erilevance adlvateent ,rocess to rellow aeplorees 
of bis own ahop or of flce.s, in some cages, particularly in 
thoes occupationa which ere Peletively low in tus hierareny 
ef axilll, thie restriction scan operate to ayguelich grievances 
aus to real or imagined lack of ability in unese of lanzuage 
by the acgrleved employee or his fellow worners whe are 


now the only eligible souwree of representation. ince the 


only resson for baving s grievance procedure is te brin 


€% 


real or imaginec grievances out in the open so thet they 

can be dealt with by management, it would apseer short- 
sighted tc ingpoee restrictions on representetion which can 
heve the effect of suporeseing free ané open ciseuasion 

of complaints at their very source, The striking difference 
between induatry's method of adjusting grievances and the 
ravy procedure is that in the former tnetance the aggrieved 
employee has a resdy ecuree of support ond aasistance in 

the presentation of his crievance in the peraon of the 

union steward and union officiala, By eontrast, the Havy 
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Vie Limes Navy Civilian rersonnél inatructicon Ww now 
provides thet the verlous appeal levela should tobe esetion 
on @ grievance matter within @ apecifiled time yerlLod. 
newever, no sanction t# provided for fwilure to do Bo. 
&Sleo, the varicus appeal levale ere authorized to celay 
setion provided the employee is so notified together with 
& stetement of reason for delay and information a& to when 


action can be expected. Te counterbalance the efrect of 
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provieion ve Gece for ciroweventiag a siven appeal level 
when Lt abygwars that ectalling tactics are being used in 
the pope that the grievance in some manner on otler would 
Solve itself, 
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secuni-etep grievence discussions go tiat suvagenent at the 
activity level will be aware of conmélilons and salituations 


which ere potentiral sources of more Herioue Ger iploves aiae= 





geatisfaction. Under current Nevy procedure in Crt So, 
employse grievances which are elther satisfaetorliy re 
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RirT 80 reguiresa that each activity rétein a reeord of 
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reguired, although it could perhape be argued thet the 
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poseaible review or audit. Thies reco mendation is intended 
to creste the sliuetion whereby annual or semi-annual 
avdite of exch recordg be comlucted by an upper echelon of 
COnsand a& a means oF encouraging reeccgnition of the 
Lopertance of good grievance procedure sadministration by 
the activity. 
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@Casential thet a method te devised to @nhance its sateturse 
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obJective can b% accarrlished be the eygrointmrent of the 
committees fron a stunding wanel of emplovees previously 
designated by the cormardine of fic Individual committee 
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im a greater 
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likelitoo€d of confidence in the committees by employ 
groups and a grester incentive for mangement to sopoint 
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Ge, Collect and publish statlatics on 2 Kevy-wide 
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